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program overview 



PURPOSE: 



AUDIENCEt 

TRAINER 
REQUIREMENTS: 



COURSE 
MATERIALS: 

CONTENT: 



METHODOLOGY: 



FACILITIES, 
MATERIALS, St 
EQUIPMENT 
NEEDED; 



TIME: 



the Managemunt Skllh packago is a basic course thai ii intenclotl to rofruih nnd/or iipgradu 
managerial ^kllU of m<inagars iupervlsorSj and program dirocton in the alcohol field. 

Supervisors^ managi*rs, and dirociors of alcohol programs. 

At least 1 year's trairiingc^porlence is desirable. Trainer should have oMpcrleneo Ifi imall group 
tjjchnlquus (as opposed to lucliJre-classrQom approach). The tralnor should also have sonw 
background in rnanagemuht* An additional trainer is recommended when training is running 
for more than 2 days, 

Training package materials include Ihii Trafner Manual md the Paniclpant Warkbaok. Several 
additional resource and reference books are used as a part of the learning activliy, 

• Group dynamics 

• Planning and management 

• Board relations 

• Program asseisment 

• Personnel supervision and evaluation 

• Funding and financial recordkeeping 

• Decisionmaking. 

The course is presented In a small group format with 10 to 20 participants. 

The course has very little lecture, It relies heavily on expcrienlial activities, workshops, dii- 

cuiiionSp role plays, and lo on. 

The participants will be called upon to draw from and share their past work experiences to 
solve problems with which they are confronted during training. In short, the course is desiined 
to present new information and to develop new skills in the context of the participant's past 
experience. 



Resource booklets (See ordering Instructions in appendix IV.) 

A meeting room to accommodate 16 to 20 participants (with space for small group work, 
either In same room or in breakQut rooms) 
4 flipcharts 

Videotape equipment (optional) 

Duplicating facilities for running off assessment and evaluation instruments 

Depending upon the needs, interest, and time of the group to be trained, single sessions or a 
combination of sessions may be used. The time required to run the program in its entirety 
is 40 hours, or 8 training days. 

An assessment process is described in section IV of the Trainer Manual to assist trainers in 
tailoring the trainlni offered to the needs and time constraints of their own target group, 
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SECTION I 

What Management Skills 
is All >\bout 



A, Overview of the Management Skills (MS) 
Program 

NCAES tVianagcnuMit Skills niodul h a package debignod 
far managQf^. HJpervisorSi and program directors in 
dlcoholism service delivery agencies. The purpose of MS 
is to upgrade the skills and pcrformancg of managerial 
personnel in the alcoholism field. Trainers of managers 
in other fields will also find those materials usoful in their 
work. 

The program is 45 hours long and consists of 16 sessions, 
which last from 45 minutes to 3 hours each. Complete 
presentation of the program takes 8 full training days. 
However, individual sessions or various combinations 
may be used to suit the needs, interests, or time require^ 
ments of the participants. The model consists of three 
components: a Trainer Manuaf, a Partlc/pam Workbook, 
and resource materials. 

T Trainer Manual 

This book contains complote Instructions and re* 
source references for delivering the /MS program, 
It provides the following information; 

Section I gives details about course content and 
methodology, the target audience, assumptions 
about training and trainers, and suggestions about 
how to prepare to run the course. 

Section 11 describes how the materials can be 
shortened and adapted to meet particular needs. 



Section III euntains Instructions and suggestions 
for conducting individual lesilons and for using 
the materials. This section is Intended to be used 
as a study guide before delivery. 

Section IV (the appondi)^es) coniains sample forms 
and materials that can be used in nsse*- g partlcl' 
pant needs and in preparing, conducting, and evalu- 
ating the program. 

2. Participant Workbook 

This workbook provides references and handouts 
used in the preparation and delivery of the training 
sessions. Each participant should have a copy of 
the workbook or a copy of the appropriatD 
handouts, 

3. Resource Materials 

A number of reference books arc used in various 
sessions of the course, 1 1 is recommended that the 
facilitator* and the participanishavc acopy of each. 
A listing of sessions that incorporate these books 
and information about purchasing them are in- 
cluded in the appendixes. Other publications cited 
are optional for the facilitator and theparticipants. 

The National Center for Alcohol Education (NCAE) 
developed the initial version of this Management Skills 
package to provide halfway4iousc administrators with an 

^Throughout this manual, the icrms iralner and facilitator are 
used interchangeably, 
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opportunity to jeam and praeilei lyitematic approachos 
for carrying out iheir dally managerial reiponilbllltlcs, 
This courie was pllot^testid twido at NCAE with repro* 
lantatlve halfway^housa admlnlitratori from aerosi the 
country, Following thisa trials^ a revliid version was 
flaldnoitad nationally with audlenesi of managorsj 
luparvliors^ and dlriGtors from dlfforant kinds of alcohol 
routed aganales, The field tasts indicated that field 
tralnari €an readily adapt thesa matarlals and uia them 
effeatlvalyi not only with halfway^houie admlnlitrators 
but alio with much wider audiences^ The present odltlon 
raflccts what NCAE learned about the requirements of 
this expanded training population of alcoholism program 
managers, 

We feel confident that the model now can meot the needs 
of these partlelpants. Flexibility has been built into the 
model to accommodate the time conitralnti and other 
special circumstances we observed In the fleldi When only 
adapted portions of the courio are conducted^ the seg^ 
menti selected should correspond to the needs expressed 
most strongly by participants on the assessment forms 
In section IV. 

Whether conducted in Its entirety or In segmentSi the 
MS package can benefit people who 

• Plan or administer alcoholism program services^ 

• Manage a unit or oporatlon in an agency; 

• Supen^ise alcoholism service providers; 

• Possess little or no formal managament training; 

• Have had some formal management training but 
feel the need to practice basic managament skills. 

The recommended number of participants is 16 to 20. 
One trainer can manage a group thissiieforaday or two. 
We recommend using at least one additional trainer for 
training that runs for more than 2 days* The recom* 
mended training group size divides Into four small groups 
of four or five participants each for practice sessions. A 
single large room Is adequate for the training if it Is large 
enough for four or five groups to talk In conversational 
tones without distracting each otheri but two or three 
additional breakoff rooms are desirable. 

Trainers delivering this program should support the baije 
content and methodologies of the sessions they conduct 
They should be the ones who regularly conduct training 
for employees In alcohol related service agenclei as part 
of their overall job responsibilities. Trainers who conduct 
training for managers are even more desirable as ficllita» 
tors for this program, The training audience for the pro- 
gram Is managers and supervisors, so a trainer with some 
management experience is likely to have fewer credibility 
problems than one with no management experience, It 
Is preferable that an outside trainer deliver this training 
rather than an agency manager/trainer whose managerial 



conduct Of style doai not accord with what the packap 
desarlbGi .is good managerial practlco, 

B, Tha MS Curriculum 

The MS curriculum preicnts the fundamonlali of plan' 
ning In a changing environment: working productively 
with staff and board members, finances, lupervlsloni per- 
formanco appraisal, and decisionmaking. 

Session 1 . Orientation and Overview {TA hourij 

Participants and staff meet to review the 
training goals, to compare participants' ^x* 
peciatlons about training nnd training goals, 
to review the schedule and activities, to com^ 
plole admtnlstratlve details, and to begin the 
evaluation proceis. Special attention Is given 
to activities that will help participants and 
staff become acquainted. 

Session 2, Group Process (all day) 

Because managers frequently work in small 
groupi-e.g., board of directors* meotings, 
staff meetings. Interagency committees and 
because many of the training activities are 
carried out in small groups, the entire first 
day of training focuses on the theory and 
practice of group effectiveness, 

Session 3. Management and Change (2]4 hours) 

The role of manager is examined through 
classification and analysis of present activities. 
The manager's role is further explored In llglit 
of the constant and sometimes conflicting 
pressures for change. Relationships between 
management, the planning processj and sub- 
sequent training sessions are discussed. 
Practice in group process skills Is built Into 
the learning activities of this session. 

Session 4, The Planning Process (3 hours) 

A systematic planning procesi Is presented 
and discusied speciflGally as it relates to the 
management role, Special emphasis is given 
to writing specific objectives* 

Session 5, Director and Board Relationships (3 hours) 

Guidelines for increasing the effectiveness of 
boards are presented and discusied. In a role 
playing exercise, participants observe and 
discuss a problem situation eonfronting a 
program's board of directors. 

Session 6, Planning for Change (3 hours) 

Participants gain practice in planning by 
identifying the problem dramatized insesilon 
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S ind developing a plan for Improving the 
liiyallani Using a prepared chucklln adapted 
frm aceridiutbn itandardi, each panic h 
pantaiMiseihii/herowriprogrim to Identify 
an arciforlmprovemont* 

Say Ion 7« Pundhg Sources {VA horn) 

Various funding lourcai are claiilfled and 
summiflied, with emphasis on guldellnei for 
securing funds from foundations, 

Sesjioni 8 Selected Aspects of Financial Managemiiit 
atid (3^4 hours) 

Partlclpanis share cos^savlng Ideas, examine 
essential reeord keeping requlriments, and 
practice calgulatlon of cost per reildent day, 
cost per hour of couniellngi and so on. 

Seislon 10, Organization Structure and Poiltlon Descrlp- 
tbns (2M hours) 

Using I hypothetical situation, participants 
plan the orianlzatlon of a lolected type of 
alcohol program and develop a job descrip- 
tion for one position* Using a prepared form> 
each participant examines personal attltudgi 
toward hli/her work situation, Both of these 
activities are designed to highlight the Impact 
of formal and Informal patterns of organiza- 
tion on employee satisfaction, perforrnance^ 
and, ultimately, client service. 

Sessfon 11. Personnel Evaluation and Supervision {iU 
hours) 

Procedures for staff evaluation are presented 
and discusiedj Including use of a personnel 
appraisal form and setting of work oblectivas. 

Session 12, Appraisal Interview and Staff Development 
{3 hours) 

Participanti dOTOnstrate and evaluate thrie 
types of personnel Inten^iews and explore 
posiible strategies for providing staff develop- 
ment opportunities on a limited budget 

Session 13, InforrTiatlon Gathering and Dicisionmalcini 
(3 hours) 

Several Important n^ana^ement Issuai are 
examined from the perspective of decision- 
making! what diGislons are made, whomakis 
them, what Information is needed, and how 
leadership style affeets decisionmaking. 

Sessten 14. Work on IndMdual Plans (3 hours) 

Each participant applies the planning process 
to meet a proiram need Identified In session 
6. All triinlng session notes and miterials 



are used as needed; training staff members 
are available for coniultatlon, 

Session 15, Prisentailon of Individual Plans (3 hours) 

Piirtlclpanii oKdiango their plans and rate 
them using a prepared checklist. Selected 
plans are then presented to the total group 
for review and discussloni 

Session 16, Closing Activities (4S mlnulos) 

Training staff merflbors summarlie the pro- 
gram activities* participants complete final 
evaluation procedures; and ecrtlflcatos are 
awarded (optlonal)i 

Two other activities are Interspersed throughout the 
training program. The flrit Is a series of brief roading 
aislgnmonti designed to provide participants with back- 
ground Information and/or new theoretical material 
before they begin a session or to summariie and restate 
Information presented In a session. 

The second activity Is the participant presentations, which 
are assigned during session 2 and scheduled for presenta- 
tion In sessions 7, 1 1 , 1 2 J 4, and 1 5, Later suggestions 
oh how to adapt the matorials will explain how these 
eKeroisesean be used in individual sessions, Participants 
choose one of five topics to work on. The number of 
participants who may choose a topic Is predetermined 
by the nature of the topic. Presentation guidelines and 
resource materials are provided for each topic, 

C. Evaluation Instrunients 

Copies of all the evaluation instruments administered to 
participants during course development are contained 
in section IV. To make additional copies, detach these 
pages and duplicate them or retype them from the 
manual and then duplicate. Each instrument Is discussed 
briefly here, 

1 * Pre^Postcognltive Test 

This instrument is designed to measure the cogni- 
tive gains that occurred over the entire course, It is 
to be administered to all participants before the 
training course and again as the last activity of the 
course, So that this may be as accurate a gage of 
growth as possible, it is Imperative that facilitators 
cover, during Instruction, all the major points 
lilted In the session outlines. 

2, Fostsession Rating Form 

This form invites comment from participants on 
t;ie utility, effectiveness, and clarity of the materials 
of a particular session, It asks them to rate the 
relevance of the miterlai to their needs and to 
make su^estloni for Improvement One item 
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r#litei to Ihi effectlv^neii of the ri^illtatdf, It li 
luggeitad that thli form be uud only for Niiloni 
of parilculif intirait to the faellltitof. The rating 
rorm may be altornited with dabrlefing leiiloni to 
give the faellltitor m\ feedback on pirtUlpinti' 
reactloni to the ^ourse^ A Uw mlnutei it the end 
of the laleeted vision ihould be illowid for com« 
pictlon of the form, 

3i Debriefing Guldellnei 

The queitlohs guide the ficllltator In eonduetlng 
i ihortp Inrorrtial meeting with leleeted partlclpanti 
about the pfogreti of the eoursa. 

4, Final Evaluative Review 

Thli initrumint provides for an asieiiniant of the 
participants' pereeptloni of the relavince and utility 
of the entire training courie and their ovirill 
reaction to It, It li admlnlnired at the and of the 
entire eoursOi 

D« Design Aisumptioni About Training And 
Trainers 



NCAE developed these materiali based on a number of 
assumptions about ''good training'' and -'good tralnerSp'- 

1 « Good training aceommodatei adults who are 

• Independent, 

• experiencedt 

• problem-Qenteredi and 

• "now*^ oriented, 

2, Good trainings therefore^ Is 

• self dlreetcd (the learner Is Involved In conduct- 
ing the learning ixperlenci); 

• experience based (learning activities are planned 
around the partieipant-i e^cpiriencei)^ 

• problem centered (learning oentere on learner 
netdi/problems, not on "eovermg" subjects); 

• immediate in application (liaming can be put 
into action directly). 

3. A good trainef phm the event by 

• laying out overall training goal(s); 

• deciding who will attend (recruitment and selec- 
tion procedures); 

• assessing funding sources and costs to partlci^ 
pants and asslgnini responsibility for finances] 

• letting the timespan for training In light of costSj 
participants' needs and availability, and trainer 
cipabilityi 



• delemlning thoie itrongly fait needs of paftldl* 
pinti that un reillitleally be met within time 
llmltaloni; 

• adipling the matdrUls to foeui on iheie parti- 
eulirpirtlclpantneedi(iuggeitloni about adapts 
ini ilia matdrlali are given In lectlon II); 

• attending to the loglitlcal needs of participants 
(food, lodging, travel); 

• arranging for adequnto training facllltlas; 

• acquiring and teitlng required Instructional 
equipment; 

t engaging tha group facilitators and content 
ipaclalliti needed to conduct the training; 

• coordinating the management and dollvery 
activities of avaryono Involved In planning and 
running the training programi 

4, A good trainer praparei, 

S» A good trainer facilitates learning by 

• helping people feel comfortable; 

• creating a healthy learning atmosphere; 

• belngiupportiveandrespoctfulp not judgmental; 

• being aware of his/her ov^n biases; 

• giving particlpanti some rein; 

• focusing on participants* problems; 

• drawing on participants- experiences; 

• providing praetice in applying learning; 

• keeping a finger on the pulse of the group and 
Indlvlduali within it; 

• deallngeffectively with partlelpants who display 
behaviors that cm impede group work or 
obstruct learning; 

• surfacing and addressing the underlying prob* 
iems of the entire group or of subgroups wHbn 
they adversely affect program progress; 

• being a good training team memben 

E, How To Prtpara To Run MS 

To prepare for the MS course ai a whole or in various 
session combinations, the facilitator ihould: 

• RevIiW package contents; do not try to read It 
all In one sitting, 

• Read sections I and 1 1 carefully. 

• Apply suggestions on adaptation and select traln^ 
Ing focus. 

To prepare for each Individual training lasslon In section 
III, it Is suggested that the^cilltator: 
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lew the seisloh <^ummgiry p4|a arid deUmlni 
feUtbfuhIp of the dbjectlm of the mi\m 
of the prsvioui %m\m md of the ont* 
mm* 

lew the lequanca of ictlvltlai, thi dli^uiibn 
\ III and ths matarlili s«vifal llmii before the 
Ion to becomi thoroughly fimllldr with the 
Ion and Iticontflnt* 

e cue cdfdi for use In the wiiton, The 
erUls were designed Tor preparAtlort, not for 

Trainers are itrdngly encouraged to 
prusentatlon materlttis Into their own worcii 
to determine the imount of detailed In^ 
ctlori they personally need* Tralnefi ihould 
ihli niinual forquiek rafefencedurlnggroup 
k and breaks. (See lample cue card In 
mdtxes,) 

ble^check to see that all the materUISi equips 
tj and furniture listed on the summary page 
Prepared or obtained, 

fllpchartSi which may eailly be mide by 
Ing or drawing with markeri on largi paper, 
tripod Is not available, ftlpcharls can be 
d Of tacked to the wall. A chalkboard and 
k may be used Insteadi 

e sure that any audiovisual equipment will 
mailable and operational when needed. If 



the faellititor li to operate the equlpmcnti 
he/ihi muit know how beforeh^khd. 

t Reheirie thepreiehtatlon ahead of time as If thiii 
group were preienti Oncje the faollltator Is sufft- 
elently famlllif with tht workshop contents and 
background material and has prepared his/her 
notes and key questldni, a final preparation 
step Is to enllit a cowofker, friend, or family 
member to act ai particlpant'audlence and to 
run through all the seiiloni as In an actual work« 
shop. An audience of one or two Is not tlic 
lime as i roomful of participants, but this 
exercise will give the facilitator a feel for the 
flow of the actlvltleSp the pace and structure of 
the workshop^ and the uic of the session cue 
cardie If no one Is available to serve as an audi' 
ence, or the facilitator Is uncomfortable with 
this arrangement, the facilitator should go 
through the sessions step*by*step by himself/ 
herself* 

• Review cue cards (or make thom up) the even- 
Ing before delivering thg sesilon, 

• Check the operation and placement of equip- 
ment, arrange materiali and furniture as neccs^ 
sary, and review cue cardione more time before 
each Sisslon and before the arrival of the 
partlclpanti. 
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■ SECTION II 

How To Adopt MS 
To Meet 

Porticulor Requirements 



Thi sessioni in this course were constructed to be used 
In sequence over an 8-day period* However^ they can also 
be condueted at spaced Intervals. In addition, a number 
of lassioni can be put together and used as Independent 
units or mintCQurses that run for 1 or 2 days. And, as wa 
will see farther or), certain sessions can stand alone. 

A. Combining sessions Into minlcourses 

In circumsiancas where It is not feasible to present the 
entire MS model, the facilitator can present minlcourses 
thatconslst of sessions assem bled I n various combinations 
to address these broad training issues: 

• How do alcohol program managers work effec- 
tively v^ith staff to meet the current challanges 
of alcoholism programming?— Minicourse B: 
Facing the Future Together. 

• How do program managers identify what they 
should be doing and set specific objectives for 
these aetivities?--Minicourse B: Specific Objee- 
tlvcs for Basic Management Functions. 

• How are planning principles and relational skills 
used to solve selected problems?— Mtnicourse 
C: Planning, Relations^ and Probleni Solving. 

• How do alcoholisni ageneies ralSD new moneys 
make the most of available reiources, and keep 
track of actual expenditures against proposed 
expendiiures over a given period of time?— 
MInleourse D: Raising, Maxifniiing, and 
Accounting for Agency Funds, 



• How should a partleular agency organize itself, 
divide laboniricl provide decisionmaking policies 
that are well underitood, corrictly followed, 
and effectlvi?— Minicourse E: Organizing Work 
and Making Dedsions. » 

• How cio rtiaragars set out Job expectations with 
employees^ iiipervisi performance and give 
feedback on a regular basis, and provide for 
staff devclopfnent when indicated?— Minicourse 
F: Supervision and Performance AppraisaL 

The sessions that mal^ef up each minicourse have been 
combined to permit the facilitator to lead the partici- 
pants to a resolution of these issuii in a reliable and 
methodical way. IncI tided In the description of each mini- 
course below aresuggesilons for adapting the materials 
specifically for this kind of use by making alterations in 
the manner of presoritatiQn of the individual sessions In 
the course. These adaptation recommendations refer to 
the actual lesiion outlines contained in section III of 
the Tminer ManuaL Therecomn<endatlons are given here 
as part of the treatrne rt on adapt! ng MS to meet partlcu lar 
requirements. A clear underitandlng of them will require 
that the facilitator flrstsiudy section 1 II, Session Outlines, 

1 , MlnlcQurse Ai Facing the Future Together 

Minicourie Alsccsmposed of: 

Session 2A— DIseussion of Reading Assignment 
Session 2B-Grcup Process 
Session 2D--Groyp Process 
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It is a 1-day courie thit cai^help rnanagersch^rt 
out program dircctloni and Implerigritatlonitrat- 
egles that get staff pullinit»ietiir toward a clearly 
parciiygd misilon. 

The followlni adaptations 4re recomnien^ed for 
minicourse A; 

• Begin the course with the Iceb-reaker E^prdie 
insesiion or with a'"wajrnmp" exercise of 
your own choosing, 

• Sunrimafi^f ttii purpoii cf seisions 24^ 2B^ and 
2D on newiprint (see Introduction of tht^e 
sessions)^ 

• Connpare participants* e)(peetatloni ^ith ihe 
objectives of th€miniCQ^rie*Mlab sure pa^rtick 
pants understarid ^hich OKpoctati^ni v/||| and 
will not addreised (se^MSIFfor ortew^vof 
doing thii), 

• Aisigr* the article by Bacon and/or the ^rljtfle 
by Schmidt, mi ml, depending on i%railsfcle time 
and Interestp Wait until participants are f|ni#>ied* 

• Lead a diicussian ort th^articled) roa^^for 
Bacon, MS2AC^ for Schmidt 

• Skip sessiDn 2C and go directly to vision 2D, 

• Drop the aisignment at the end of 20, 

MlnicourstB: SpiciflcOb|^tMs for Baste Mar^age- 
mint Functloni 

Minicourse B corsists of: 

Sassion 3-^Mana|ement ancf Change 
Session 4--The Planning Process 

This 1-day course can h€lp the harried progrs'ti 
manager sort out the Nindi of thingifie/shcsh^uldl 
be devoting time tc From tlipse that are not ^f 
primary concern* The course then teaehes tne 
manager how to formtilato concrete outconiei for 
top priority work rcquir^ments^^lal^e the toll^w- 
ing adaptationi for this f ourip: 

• The first three swggestioni u rider m i nicQur^e A 
also apply here. 

• In MS3H^ co^cetitrate on the first tJ^ree iii^lon 
topics in the right harsd Mlumra of handout: 3, 
Mention the oilier fiincticns In this column a§ 
exannples of other kiridicfactjvitieiQri which 
these functions come to bear. 

Minicourse C: PEanning, Relationpj and Prcblem 
Solving 

Minicourse C rs ccfriposed oF; 

Session 4--The Planning Process 
Session 5--Direetcr/BDird R«litjonihlps 
Session 6 A & Planning forChaiijD 



This 1'4-day coixrie aliow^sma^nigerstlme topric- 
ticQ settini program objectiveiifid dealing with 
the Interpersonal relation shlp^ wi tJi board mombers 
In sellingand implementFrii proiram i dois in the 
face ^fobitrtJctfonsand problems. 

The ^ollowlrig adaptations arfirecofnnitnded for 
minicourse C: 

« TTie first thr&€iuggestions under minicoyrse^^ 
apply here* 

« The short cas^itudy jnhandotJtJ f orMSS In 
iH^PmfcJpofytWaJ'kbcok reeds to be re\v'r)ttan 
to include theiame kinds of In formation (pro- 
grain goalSi program descripli^nj staff, board of 
dtrcctors, budget) as they apply to a typfcal 
agency luch as the onasin ^hichparticlpinis 
v/crlc. The titio should be chuiged to fii this 
raised varsiotii 

« \f the traifiingiudNnceis i^ot com posed eKdu- 
sfvely of half^ay-houso atfminiltrators, some 
parts of iH halfv/ay^house As^esimerit Work- 
iNeet, HandoiJt 1, MS6B, thie Pcrtfclpff/i- 
tt^rte^opA will have to ie revised. Modificatioris 
canbemado v/lth the help of |«int CorTiniisiion 
□n the Accreditatlen of Help Hals* standards, 
Thofornfiatof the ^orJ<sh^etird iristructions 
iri the manuat can befoliovved IftNcse changes 
ar€ made, QLJ^stlori 4 on hsfidout 3 of sosii<3n 
SBsliouId be changed .tosLSlttJie participants, 

4, Minicourse O i tolsing, Maxinr^iiingj and Account- 
Ifig for Agency Funds 

Niniooursa p is c^dmpcsed of: 

Session 7--FuindEng Sources 

Session S-Selected Aspects of Financ i al Manaie- 

rrient 

Session 9--SelDcted Aspects of Financial Matia|^ 
rnetit (cont'd) 

pepending on tl^e options fol Joved, this coufie 
I aits "from S to 7 hours^Pnser^tingitvvill reqiifro 
thorough preparation- The content Is highly 
detailed^ and sorro adaptatloris in the iug|est€d 
vrariatiQriS take more time tha^i those in other 
rninicourses. The foliawinsadaptatiofisare recom- 
rrended for minicourse 

* The fi rst three !U|g€sti oni under m i nicourse A, 
apply her^* 

<p Drop ^ISTAif "phlloiophy of funding*' is not 
irnportant to you orto you^rgreup. Thisis the 
easlsitpatlito ^ollo^v. If th^tis^hat you Intend 
to do, go ontcthe nex t recom men ded adapta- 
tion* If tNe subject is important, ycaj havi 
several options foMoving your warniup and 
Introduction of goals, 
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- F^r halfvfiy*hoijsa adfninlitritors^ prai«nt 
section 2C, wiin.|or^ly the portion on tfie 
Pfiilofopiiy ofFundifigby H- Uonartf Bo^he, 
Ohtrfbutf the ^«^mpanyiri hinrf^utt, 
(^llow 4^5 rtiinLitis for instructfons and 
reading.) 

- D^llverainiriileciure ontlieiyblect, basedon 
resoufce matirlali yowr ^wn chooiifi^. 

- Fcr other kinds cfaKoholiirriprograris, you 
m Jy assign an ap propilate rescuree an d adapt 
tNo handouts In leiMon 2 to^ fit (recerfl- 
m^nd^d only^ If the ain er ti me ig adapt 
tNefn thoroughly^j. 

• iMS9B,Calcu la ting Cost Per Resident Da^^ird 
.MSSCjCalculadngCoit^ are boiNtailcricf cl&sily 
to Sftin^ices and costs of lialf\^ay houiis. The>^ 
can b^us^d with mlnorrfivlii©ns forirstitutlons 
provMlnginpatNnt care^ For groups providing 
outpalient care only, th« materf als can UMd 
tntv^cvvays, 

^ Have participants carry out lections S and C 
In unchartged for^a^ Halfway house adniini^ 
strators. Emphasise tfie process and n cle the 
dl f ferance there vvoul d ba if riiey^ were d^ing 
it for theirov^n a:|en^te, 

OR. 

— Skip SC ard do ^nly I n ih Is ea^Cj rnake 
necessary changes in Handouts (for example, 
eliriinate board and room ci^sts and ether 
costs that are nDtapplicable^ Iricludi eosti 
th at ar€ not rnen tlone^d, if any). 

^iriicoijrse E; Orianlaing Work and MaJcjnf 
Dteislons 

^In IcoursD E corsi^ts oil 

Sesiion tO^Organi^ation Sweture and Pof^ltlo^n 
Deicripti^n 

Session 1 3-^lnformation Gsithering and Deffiibn^ 
niaklng 

Thls^ 1-daVrriinieoursehielpp managefs select organ' 
iaitfcnal arrangemerits ^nd job assignments tha^t 
tab Into account agency's %yorkandsMff 
GharaeterJitias. ltil#ogj \ei pirticipants a chance 
tcarialyz^thakind cf InforfTiatien gathering and 
deci^ionrriikirg techniqijii ^hat ma^e^nii for 
tfielriob. Twoadjuitnfie^itisrerecoriimendedfDr 
' tills rrilnlcourse: 

• Tlie ft rit three su|gestion5Un^er nhicoursi/A 
apply ftere. 
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• The handout, Orpniittion Task InitructlQfis for 
s^siiori 10, will have to be modified in each of 
ttii capitaJized categories to fit the paptlclpants 
(unless they are all halfway-house administra' 
tcrs). 

• The iast points of seiiion 10 in the TrQlmr 
^donuQ/ may not be apprdprlate. 

• Conclude session 10 on Organization Structure 
and Position Descriptions with a Morale Index 
F^eport from session 1 1 . 

6. IWilnEcotjrse F: Supervising and Evaluating Staff 
Perferrnance 

MinKOUrie F is made up of: 

Session 10-Organlzation Structure and Poirtion 
Descriptions 

SessFon 11— Personnel Evaluation and Supervision 
Session 12-Appraisal Interviev^ Techniques and 
Staff Development 

Two minor recommendationi are suggeited for 
concf uctfng this IH-day mmicourse: 

• A^ainj the first three reeommendations under 
ffi inlcourse A apply* 

• Drop MSI IE, Participant Presentation: Use of 
Vclunteers. 

• Skip IVIS12A, Participant Presentation Appraiial 
Interviews. Begin session 12 with B, Staff 
Development. 

if certificates are to be awarded at the end of any 
of these mlnieourses, session 16, Closing Actlvltlei, 
can Reused. 



B, Uslns I nd ividual Sessions 

5or^€ iridivfdual sessions can stand alone. Income in- 
stances, the expected outcome describes the session con^ 
lent better than the title. The sessions are listed in the 
nibN that follows, which glvei the number and name of 
mizti sesslpri, ^hat participants will gain from It, brief 
adaptation recomrflendations, and the time needed to 
conduct eachieision. 

The iisesinnent instrumenti and tabulation forms In 
section IV can be used by the trainer to find out which 
iTilniJCouise cr session(s) his/her prospective participants 
>¥OLJ^d IHe Co cover* 

The Consent and methodology of other sessions can be 
■jsedatoiii or in combination by the resourceful facillta» 
lor in creative ways that serve his/her own training 
situation, 



Session 


Expected 
Outcome 


Recommendations 
for Adaptetlon 


Time 


2A. Discussion of 
Raading Aislgn- 
ment 


Examine the effict of current 
trends In aleoholiim oh an 
agency in Its present itita of 
development. 


Begin with MSI H, Usi3 aDproprlate 
handouts, Select different reading- 
materials from Bacon, If desired. 
Have participants read the two 
articles beforehand or allovv time 
to do so^ 


V/i hours (if 
articles are read 
at training) 


2B. Group Procais 


Learn how to facilitate group 
consensus' vilue of srouo 
work in selected kinds of work. 


Use as is. 


2/2 hours 


2D* Group Pr€Cess 


Learn and practice behaviors 
that foster and Impede produc» 
tlvei annicable group work^ 


Concluding assignment Is optional . 


3H hours 


and Chan^i 


IIIU3|i llll|JUi feol 1 1> i f 141 iag% 

ment functions in li^tof 
current demands. 


^kln hf thf^ ^^^^lon In H 

iiiJJry^i Ul 14113 3€33lMli, III ■ tf 

focus on the righthand column of 
handouts. The functions in this 
column can be used as examples of 
the other kinds of activities In 


Wd hour^ 


4. The Planning 
Process 


Learn how to formulate con^ 
Crete program outcomes through 
combined individualized group 
laarning experience. 


Drop references to previous session. 


3 hours 


S, Director and 
Board RaUtlon- 
ships 


Role play and critique director 
and board reiolution of a 
selected problam* 


The second raeommendation under 
minlcoune C applies here. 


3 hours 


6A Planning for 
Si B Change 


Analyze a case study that re- 
quires application of plinning 
process skills to a selected 
program problem. 


Can be run as Is for halfway-house 
administrators. When run v/ith 
others, the third recommendation 
under minicourse C applies. This 
latter course requires detailed work, 


3 hours 


7 Funding 
Sourees 


Identify sources of fundirigj 
learn ways of reiqlvlng a 
current problem with avaiU 
able reiources 


A bit too didactic by itself. Break 
up Into groups for BS and 6; 
reconvene for small group 
reports. The second suggestion 
(about philosophy of funding) 
under minicourse D applies. 


V/a hours 


8. Selected 
Aspects of 
Financial 
Managemanc 


Brainstorm on cost-cutting 
measures when belt- 
tightenlni Is nicessary. 

.. - - 


Use as is. Easily combined 
with session 7 or 9, 


V/i hours 
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SESSION TABLE (Continued) 



Session 


Expteted 
Outcome 


Recommendatloni 
for Adaptation 


Time 


9, Salicted 
Aspects of 
Financial 
Management 
(cont*d) 


Calculate cost per 
resident day and/or unit 
cost. 


Use as IS for halfway-house 
adnninistratori. Carry out 
'adaptationi on calculating 
costs under mlnicourse D for 
other groups. In either case, 
this session requires very 
careftjl preparation. 


1 % hours 


1 0, Organization 
Structufe and 
Position 
Deseriptlons 


Know the process for 
organizing staff and aiiignjng 
responsibility. 


Conclude this session with the 
Morale Index Report from 
saision 1 1 . 


hours 


11. Personnel 

Evaiuatlon and 
Supervision 


Learn the principles of 
supervision and performance 
evaluation^ 


Drop MS1 1 E of this session, 


2?4 hours 


12. Appralial Inter- 
view and Staff 
Development 


Practice ways to conduct 
appraisal inters^iews and to 
address resulting staff de- 
velopment issues. 


Materials mentioned in session 
MS2C, handout 2, (or a 
suitable substitute) must be 
. read before session begins, 
Allow the time. See MS2C, 
02, Special Instructions. 


3 to 3!4 hours 


13* Informatjon 
Gathering and 
Decisionmaking 


Explore different ways of 
making management 
decisions. 


DropAl. 


3 hours 
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Session Outlines 



SECTION III 



Using the Session Outlints 

In using tha Session OutUnes, plgase note that the first 
pap, or coyer sheet f for each lesiiori mdmu% the session 
goals and objectives, total seisicn time required, equip- 
ment, materials, primary training methods^ and meeting 
room arrangements. The subiequent pagos should be 
riad across the double page. The lefthand page specifies 
syggistid timas for eaeh activity, sequence of activities, 
and matirials needtd for that activity. The righthand 
page outlines the points for discussion corresponding to 
the activity described opposite. 

REMINDER: Sectionlll is Intended for the trainer's use 
In priparing to deliver sessions. Trainers should mai<e 
their own presentation cue cards as they prepara to de- 
liver, (See example in section I V 

Program Goals 

Participants will Improve their managerial capabilities by 
increa:ilng their understanding of and improving their 
skills In: 



1. E)chlbiting helping behavior and dealing with 
hindering behavior in work with groups of staff 
members. 

2. Relating basic planning concepts to their man- 
agerial and administrative responsibilities. 

3. Handling relations between an agency and its 

board, 

4 Structuring work and articulating Job responsi- 
biiities. 

5. Supervising and evaluating performance. 

6. Conducting appraisal interviewi and providing 
staff developnnent, 

7. Decisionmaking. 

S. Developing a plan addraised to a specific prob- 
lem area. 
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Session 1: 



Orientation and Overview 



GOALS/OBJECTIVESi Tha goils of this session are to 

1. Establish an atmoiphtre conducive to learning 

2. Pamiliarlzi partlclpanti with goals of thg training prograrn 

3. Familiarlie partielpants with materials, faclJities^ and services. 
At the end of the proiram participants will be able to: 

1 . Match one training program goal with corrisponding sessions which apply to It 

2* Identify correctly by first name at least half of the othiri in the group and the training 
staff menfiberi 

3. L©cati, among written orientation materiali, direelfons for completing the expense forms, 
the nime of a moderately priced restaurant within walking distance, and the time and 
location of one local A.A. meeting. 



TIME REQUIRED: 

EQUIPMENT: 

MATERIALS: 
(Handouts and 
references are found 
In Participant 
Workbook] 



PRIMARY 
METHODS: 

MEETING 
ARRANGEMENTS: 



214 hours 

Flipchart papery tripod; masking tape or tacks, markers 
Narrie tags 

Handout 1 , Interview Guide 
Handout 2^ Article by Selden Bacon 
Handout 3j Study Guidei for Assignments 
Reference 1, Needs Assessment Form 
Reference 2, Program Goals 

Referenci 3, Program Schedule (to be prepared by leader before lession and djitrlbuted to 
participants) 

Flipchirt 1 , Training Program Schedule (optional, to be made before session if used) 

Resource Material, Leadership Resources ManagerTignt Library (for reference, articli by 
Schmidt & Lippitt); Administrator Plus 

Lecture^ discussion, group exercise 

Drawing 1, Round table setup; dr drawing 6, Dtscussicn setup. 
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SesBion 1: 



Time Sequence of Activities Materials 

2-4 hours A. Hospitality room (optional) 

1 , If possible, it is uiiful to have a meating room 
available as an informal meeting site for early 

'arrivals. 

2, Staff hosts and hosteisas distribute name tags A2. Name tags 
and carry out Introductions. 

3, Light snacks and beverages may be provided, 

10 min. B, Formal arrival 

1 . Distribute name tags (when required) if a B1 . Pens and pencils 

hospitality room is not available for early 
arrivals. 

5 min. C, Introduction i*,^ 

1 . Explain the purpose of this session and the 
topics that are Included. 



2, Describe the sponsoring body and the 
training facilitiei. 

45 min. > D. Icebreaker exercise 

Tell participants that the purpose of the icebreiker 
aKercise is to help them get acquainted with each other 
in an informal way* Then proceed with the following 
instructions, 

1 . Choose at random one person and ask that 
person to shake hands with the person on 
his left. 

2. The third person shakes the hand of the person 
on his left and so on until everyone in the group 
has a partner. Pairs will consist of either two 
participants or one participant and a staff 
member. (If the group is uneven, the last three 
people form a trio.) 

3. Instruct participants to locate handout 1 for this D3, Handout 1, Interview 
session and have them take turns interviewing Guide 

each other by asking the questions on the guide 
and any other questions that occur to them. 
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•=■^'"^^■^^^S;-4.■>i^.■.=;: 



Orientation and Overview 



Points for Discussion 



A, Hoipitality room (optional) t 
There are no discussion points for this iection* 



B. Farmil arrival 

There ire no dlscussiori points for this station. 

C. Introduction 

1. The purpose of this sesilon ii to icquaint participants with the training teim (or leader) and 
with each other and to familiirizi participants with the total training program. 

Major topics to be included are the following: 

• Introduction to training program 

• Participants* axpectations of training program and program goals 

• Schedule and activities 

• Evaluation procedure 

• Administrative details 

2. These will depend upon the circurnstances of your own situation. 
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SBssion 1: 



Time S&qu9ncB of ActMtiGS Materials 



Each interviewer will have 3 minutes to ask 
quaitlons of hii pirtner. (Signal the end of tha 
first 3 minutes.) Suggest that thty briefly 
record the reiponsts on the guide to aid them 
when they Introduce their partnir to the group. 

4. At the end of 6 mlnutts, call the group to atten- 
tion and choose a participant at random to intro^ 
duci his partner, using the Information in the 
interview guide. When the one person has been 
Introduced, he In turn introduces his partner. 
Each introduction may not exceed 2 minutes* 

5. Each Introduction may be followed by one 
comment from the person being introduced 
and/or one question from the group. 

6. When all have been Introduced^ ask for one volun- 
teer to name the otherSj beginning with the person 
hi introduced, and to continue around the table 
until he misses a name. Ask for another volunteer 
to start there and to continue as far as he can. 
Continue in this manner until everyone has been 
named. 

IS min* E* Overview of training program 

1 . Review background development of program. 
(See opposite.} 

a, Identif ieation of target group. 



b. Asiociation with AH HAP. 



c. Pass out the Needs Assessment Form. E 1c* Reference I, Needi 

Ask how many present filled out one of Assesiment Form 

these forms. Lead participants through 
categories on Needs Assessment Form. 
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I . 

Points for Discussion 



Orientation and Overview 



Overview of training program 



la* Alcoholism program managers wara seleated ai the group to reeeiva training in management 
for several reasons: 

• The move toward national accreditation demands syitematlc flnaneial and general operat- 
ing accountability. 

• Many managers have had little formal training in this area, 

• Few training programs dasfgned aspeciilly for this group are available aliewhere, 

This training program Is a product of the research and devilopment that took place to meat 
thasa needs, 

lb, During the resaarch phase, contacts were made with numerous halfway-house directors and 
organizations to determine the exact needs In this area, re|ardless of location* Thefr contri- 
butions were very valuable, and this task could not have been completed without them. 
Special thinks go to the Association of the . Halfway House Alcoholism Programs of North 
America, (AHHAP) and to the 32 fntltlal tralnies who helped davalop this program, 

1c* iaied on the needs assessment results lathered from halfway*house diractors who partici- 
P^lH '" the Initial tf program, and from other kinds of alcoholism program manaiers 
In expanded field trials, the present goalsi objectives, and content ware decided upon- 
Participants were asked to rank the catagorlai In order of importance. The results of the 
tabulation showed this order of priority: 

• Personnel and program matters 

• Fiscal management 



Time SGquence of Activities 



Matemis 



d. Distribute the Program GoaU* Uad Eld* Referenee 2, Progrim 

discussion pointing out the correipond- Goals 
enci batwein the goals of thi program 
and thi priority naedi lUted in the dis- 
cussion column. 



2. Describe the collaborative niture of the effort 
and the value to program success of each parti- 
cipant's experience and knowladge. 
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Orientation and Overview 



Points for Discussion 



• Community relationship 

• Planning 

• Useofdita, 

All subtopics in each category are not represented In the program because of time constraints, 
but the most important needs art represented In this program, 

E2. The workshop Is based upon the information described above, but it is not perfect. Therefore, 
we invite your comments and lUKestions during the course of the program so that we can ' 
respond to your concerns and needs as the training progresses. To facilitate this process, we 
have provided places for feidback in the program. 

Each of you comes to this training program with abundant knowledge and experience gained 
from the successful operation of an alcoholism agency. The program Is designed to capitalize 
on this asset, in light of the realiiation that participants learn as much from each other as 
they do from training programs. It should be stressed that In this situation we are learners, 
as well as trainers. Our role essantially is to try to provide a learning atmosphere that will 
facilitate an exchange of ideas and will provide a focus for your contributions. 
I In addition, we have allowed timt for presentations by you that.wiTI be accomplished 

f through the use of work-topic groups. These presentations will be interspereed throughout 

the course and will address subjecte that were found to be pertinent to the needs of program 
managers. (This last paragraph applies only if entire course Is being run.) 



ERIC 



2o 

21 



Session 1: 



Time Sequence of Activities Materials 



30 min. ExpiCtatlDrii about program's approach F, Flipchart paper, 

fait pens 

1 , Ask each partielpint to racall prtvious 
workshops or other formal liirnlng axptri- 
encis and to list on a plaet of notebook 
paper one or more helpful and unhtlpful 
thinp (helpful ^ aided learnin|| unhelpful ^ 
hinderid learning). 

2, When most participants have itopped writing^ 
ask iomeone to read a positive item he wrote 
down and to record it on the flipchart. Ask 
someone to add a different one until all 
unique items have been listed. 

3, Repeat the steps for the negative Items. 

4, Ask participants to explain any Items that are 
not clear. 

5, Summarize what the group expectatloni seem 
to be and how they compare with the plan of 
the course* Clarify what will and will not be 



covered in the course. 
ISmin. G* Schedule of activities 

1 , Distrf bute the program schedule you have G1 , Reference 3, Program 
prepared, Review the topics and activities Schedule 

listed in the schedule, using the flipchart in Flipchart ^, Training 

the front of the room* Participants can Program Schedule 
follow either on the flipchart or schedule. .(optional) 

2. Invite and answer questions about the 
schedule and the goals. 
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Orientation and Overview 

Points for DIsQUBBlon 



f, Expeetatlons about program's approach 

The purpose of this activity Is to give you somo Ideas about what the participants are looking for 
in the way of method and/or approach, so that you can make ad)ystments for Individuals within 
the format of the course. It is unlikely that there will be an exact match between people's ex- 
pectationi and the actual program as planned. 



I 

G. Schedule of actlvltits 

There are no discussion points for this section. 
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Session 1: 



Time SequQnce of Aotivities 



Materials 



H, Assignments 

Distribute articlos for partlelpaiits to read, Point 
out the study guides and reporting sheet which 
are to bo completed for the ensuing dUcuiilon. 
(Article In management library may be duplicated 
for participants) 



15 mln* 



IS min, 



Administrative details 

1 , Review relmbursementSj cash advances, and 
travel arrangements as necessary, 

2, Answer questions. 
Summary 

Summarize the main points of session, 



H. In Workbookt Bacon, 
Sdldon D., "Meeting 
the Probloms of Alco- 
holism In the U.Si/* 
and study guide. 
Leadership Resources 
Miinagcment Library : 
Schmldti Warren H., 
and Gordon LIppltti 
**Managing the Chang' 
ing Organizitlon,'' and 
study guide. 



24 



28 



Orientation and Overview 



Points for Discussion 



H, Aiiignments 

There are no discussion points for this section. 



U Admlnlstritlve details 

There are no discussion points for this section, 

Summary 

The overill purpose of this session was to: 

1 * Provide background and overview of the coming days* activities 
2. Help participants know each other as an aid in accomplishing course goals 



the training staff is able to provide In the light of the overall expectati 
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Session 2 A: 



Discussion of Reading Assignment 



GOALS/OBJECTIVES; 



TIME REQUIRED: 

EQUIPMENTi 

MATERIALS: 
(Handouts and 
references are found 
In Participant 
Workbook) 

PRIMARV METHODS; 

MEETING 
ARRANGEMENTS: 



Each partlelpant will attain an Incriaied awareness and undarstandlng of the olaments and 
issues associated with solaatod aspects of effectlvo alcoholism program administration. 

Each participant will be able to: 

1 * Name and explain two basic polnti Bacon makes in his article 

2. Name at least two current issues In the alcohol field and describe how they affect the 
participant's own program. 

30 minutes 

Flipchart paper^ tacks or masking tape, felt pens 

Reference 1 ^ Sample Matrix for Tabulation 

Flipchart 1 , Matrix of Participant Ratings (to be prepared In clisi) 

Person to tabulate ratings and tally on flipchart 1 

Reference 2, Changing Organliatlonal Needs 

Large group diseusslon 

Drawing 1^ Round table letup 



3o 
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Session 2 A: 

Time Sequence of Activities 



l\^aterials 



2 min. 



Introduction 

Describe purpose of sasiion. 



5 min. 



10 min. 



Matrix for raportlng sheets 

1 , Collect reporting sheets on which participants 
recorded their ratings of the checklist of the 
reading assignment, Managing the Changing 
Orginkation, 

2, Tabulate the ratings on the sample matrix by 
placing a hashmark In the appropriate cell for 
each response made by each participant. Tally 
and reproduce on a fllpchart to be ready for 
display at the end of the reading assignment 
discussion. (You will need a helper to do thlb 
while you work with the group,) 

Discussion of Bacon article 

1 . Start with the first question on the Study Guide, 
completed as part of the assignment, 

2. As participants answer questions, write their 
comments on the flipchart* Prompting 
questions and answers are luggested opposite. 



B2, 



Reference 1, Sample 
Matrix for Tabulation 



C2. 



Fllpchart paper, felt 
pens 
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I Discussion of Reading Assignment 

Points for Discussion 



A. Introduction 



C. Olscuision of Baeon article 



• Where in history does Bacon start his analysis? 

Roots of the current situation in the U.S. go bacl< to 1S2S' began with temperance 
movefTient that started out with a fairly liberal stance. temperance 

• What were the main features of this period? 

Toward the end of the 1 9th century, this stance became more conservative and more 
r,|,d ,n contrast to the general national stance. That was becoming more Si and more 
flexible under the mfluence of industrialization and urbaniiation. 

• What marked the end of this period? 

Bacon dates the end of the classical temperance movement in 192S. Other siBniflcant 
dates are the beginning of Prohibition in 1919 and its repeal In 1933. "^"'^'^^"t 

• How does Bacon describe the next period? 

Bacon calls It "limbo"~from 1 925 to approximately 1 942. 

• What was the picture during this time? 

Alcohol problems continued, and there was general avoidance of the subject and its 
prob|ems=not only by society at large but also by the helping professions. 

• What marked the end of this period? 

Jro|rim.°' ^'""^ °^ « substantive action 

• What words does he use to describe the current period? 

The_current period has five aspects: recognition, action, fractionalizatlon, turmoil, and 
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Session 2 A: 



Time Sequence of Activities Materials 



C« (continued) 



3* After major points have been listed^ ask 
participants if they have any additions they 
would nice to add to Ulustrate any of the 
period! Bacon defines. What implications for 
their agencies do they see In the current trends 
and Issues? 

4, put additions on flipchart in appropriate places 
with a different color pen* 
10 min. D, Discussion of "Managing the Changing Organization" 
1. Start discussion with the following question: 
Given the implications for alcoholism pro- 
grams, what changes are facing your agency now? 
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Points for Discussion 



Discussion of Reading Assignment 



• What examples dots h© use to lupport his cas© for recognition? 

Recognition that alcohol Is used widely and In most cases without problem} problems are 
associated with deviant use; problems differ In nature and type; other problems stem 
from methods to control direct problems. 

• What does Baeon say about action? 

Action does not match the level of recognition. 

• What examples does he give of action that has taken place? 

1942-A,A, grows; 1943-summer school programs begin; 1944-State alcohol units are 
formed; halfway houws and detoxification centers are initiated; research begins; NCA is 
founded, 

• What major development has occurred since this article was published In 1970? 
Hughes Act was passed; NIAAA was formed, 

^ What factor does Bacon suggest Is the reason for fractional Uation? 

Fractional izatlon rather than a total approach was developed to avoid any chance of a 
return to Prohibition. 

• What evidence does Bacon see of fractionallzatlon? 

Action is taking place In bits and pieces; alcoholism is separated from other alcohol 
problems; action to solve other problems Is proceeding In isolation (education, sales 
controls, traffic); ways of thinking about alcohol problems and research to support these 
ideas are equally fragmentedi 

• What do you see as the hopeful signs In this period? 

Fragmentation leads to turmoil, but there are signs of hope as well: A move toward 
establishinga national policy; recognition of need for coordination of services, both within 
alcohol components and between alcohol and other health and social services; a move 
toward standardliatlon and Improved quality of care throu|h accreditation and 
certification. 



D. Discussion of "Managini the Changing Orianlzatlon" 
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Session 2 A: 



Time Sequence of Activities Materials 



2, The article discussod how the development of 
an organization Influences the needs of an 
organization* (See opposlta.) 

3. A^k participants where they would place the D3. Roferenco 2| Changing 
alcoholism services their agency provides on Organizational Needs 
this continuum^ and to justtfy their choices, 

based on the descriptions of the various phases. 



S mm. 



3 mln. 



4* Placement of individual programs on the con- 
tinuum of organizational life Is a matter for 
each director to decide. 

Tally of reporting sheet responses 

1 . Display flipchirt tally where all can see it. 
Say, ^'Keeping in mind the needs for change 
confronting the alcoholism field and your 
individual progrimi let-s take a loolc at your 
assessment of the readiness of you and your 
staff to plan for and implement those ehanies." 

2. AsIc participants to refer to checklist in the 
assignment. 



3. Raise questions about the tabulation. 

a. Is there any item that a majority of partlch 
pants rate as high (1) or low (4)? 

b. Do most of the ratlnp for all Items appear in 
one column? Why? 

4* Refer to the suffiestion to give the checklist to 
other people in the organization, 

Surtimary 



El, Flipchart 1, Matrix of 
Participant Ratings 



E2. Article: Schmidt, 
Warreni & Llppitt^ 
"Managing the Chang- 
ing Organization" 
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Discussion of Reading Assignment 



Points for Discussion 



2. 



3, 



This devHopmonl Is analogous to the differlhg deeds at different points In the life of a 

There Is no right answer to this question. Genorally, consensus hovers in the range of 3 to S. 
aJi 1he*trmf ' °^ maturity, some concerns of every stage are operating 

I^CMasirlg? *' '"o^C'flent, programs are well established. Ii there number 

Efforts now being directed toward solidifying the movement Include (1 ) obtaining represen- 
tat on on poi cy.miking bodies e.g., healtl, servieei' agency boards) 2) spe" fylM Se 

/? f iff u f 'if ^ mproving quality to meet accreditation and certification standards' 
lilnlnl"*/ L rP^°^'"8 coordination witli other agencies and in cooperating in the 
training of oti,er health professionals in the problems of alcohol; and (6) influencinf the 
health care delivery systems. w v ii§ mc 

(The number preceding each activity refers to the related organization need as described in 
Managing the Changing Organiiatlon," by Schmidt et al. 



E3. There may or may not be a clear trend. 



fTri«f f*"''" * t°lP«''««'P«"«^ can use to diagnose the climate of their organization and 
to locate areas to work on in anticipation of change. 

Summary 



The current trend^s in the alcohol field listed by participants and the needs of your program and 
Its readmeis for .change will provide you with guidelines for selecting the portions of the train^g 
^ JKm *° - ' P'*""'"« "^"^'^ use your new l^nowledj^ 

'; ■ . 33 

erIc 3e 



SesBion 2B: 



Group Process 



dOALS/OBJtCTIVESi 



TIME REQUIRED: 

EOUIPMENT: 

MATERIALSi 
(Handouts and 
f iferences if€ found 
in Paiticlparit 
Workbook, except 
raferf nca 2 In 
appf ndU of 
Trainer Manual) 



PRIM ARY METHODS: 

MEETING 
ARRANGEMENTS: 



At thg end of the session, participants will havo a better understanding of the concepts of group 
process and Inereased iklll In Identifying helping and hindering behavior In an operating group. 

Each pirtlclpant will be able to Identify: 

1 . Three benefits of effeetlve group work 

2» Three alements which can hinder or obstruct group functioning 

3, Thret elements which can contribute to effective group functioning. 

2H houri 

Fllpchart paper, tripod, masking tape or tacks, felt pens 

Reference 1 , Descrfptlve Terms and Discussion Ouestloni for Who^s Hero Exercise 

FllpchartS"t0 be made ahead of time uiing Reference 1 

Handout 1, NASA Exarclie Individual Worksheet 

Handout 2, NASA EKerelie Group Worksheet 

Handout 3, NASA Exercise Scoring Initructlons 

Handout 4, Elimenti of Group Work 

Reference 2/NASA Exercise Answer Sheet 

Lecturei large group discussions, small group work, exerciiis 

For Who's Here and Conversationi, four flipcharti, one in each corner of the room; a cluster 
of chairs near each fllpchart; and chairs along the svalli 

Drawing 4, Workshop Setup for NASA exercise (square or round tables) 
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Session 2B: 



Time Sequence of ActMtfeB Materials 



3 min. A. Introduction 

Summarize purpose of session. 



B. Getting better icqualrtted B. Fllpcharts based on 
(Have flipchart In each corner of the room.) reference 1 

30 min. 1 . Give directions for first fixerelse, Who's B1 . Reference 1 , Descrlp- 

Here. t've Terms and 

a. Usmg thrta siti of four tarmi which wSflS^'*'^"' 
desGribe indivlduils or thair programs, ^" - - -^^^ 
each participant deterrninei the category 
which appropriataly discrlbei himself or 
his program and moves to the corner 
where this informatlofi is llited, (See 
opposite for questions to initiate group 
forming*) 

b. When therai he writes his name on the 
flipchart and Introducas him^lf to the 
other membirs who selected that 
category. 

c« Participants than discuss the reasons for 
describing thefnselvas or their programs 
in such a way as to place them In that 
group, (Dlseussion guide questions are 
listed on fllpcharts.) 

d. After tima has elapiedi fllpcharts are 
turned to tha ne^t page, and the process 
is repeated two tImtSi wing the other sets 
of descriptive terms and questions. (New 
groups may bs formed 
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> 

Points for Discussion 



Group Process 



A. Introduction 

Thi purpose of this session will be threefold; 

1 . It will enable us to set the stage for an Intensive amount of group work which follows over 
the next few days, 

2. We are going to explore functions and techniques which contribute to Intragroup work 
(within groups), 

3. We are going to explore some of the Issues Involved in Intergroup work (among groups)* 

Together, we hope to develop a task-oriented work group which will facilitate the maximum 
amount of learning In the short period of time we have available, 

B. Getting better acquainted 



la, First question: In your current position, how would you describe yoursalf In relation to 
your client: as a learner, helper, teacher, or friend? Move to the appropriate corner. 



EKLC 



Second question: How would you describe your style as an administrator: democratic, 
lalssaz-faire, collaborative, or commanding? Move to appropriate corner. 

c. Third question: Which term describes the major task of your program at present: surviving, 
stabilising, educating the public, assessing goals and purposes? Move to the appropriate 
cornar. 



30 



usion 2B: 



Sequence of Activities 



MBterialB 



mln. 



Give diroctions for second o><Qrcls€ 



Cohvwatlons* 



a. Introduce this exercise as a way to help 
peopio get better acquainted. Explain that 
the Idea of this exerclie li to share experN 
cnces rather than opinions; that It should 
not be confused with group discussion, 
which is problem-centered rather than 
people^entered as this exercise Is. 

b. Participants are to stand in the middle of the 
room* 

c* After everyone has assembled they are 
aiked to form into groups of threei If 
anyone is left out| he joins one of the groups 
of three that Has been formed* Once groups 
have been formed, they sit in chairs around 
the room* You, as leader, read one incom- 
plete sentence from the list opposite, Then, 
direct participants to conduct i conversition 
by each completing the sentence in turn 
and then elaborating and developing the 
topic in whatever direction It hippens to 
go. 

d. After S minutes, pirtlcipants return to the 
center of the room and find two other people 
they haven't met. The procedure is repeated 
for the remaining incomplete sentences. 



1* Estibllsh need for slclll in working in groups. (See 
opposite^ 



2. Say "Wi will begin by forming small groups 
which will accomplish a task. Then we will dis- 
cuss theory and principles in relation to that 
experience*'* 



nin. 
in. 



Coffee break 

C. Need for group process session 
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^ - ' Group Process 

^Points for Discussion 



2. Adaptid md reprfntad by ptrmisslon from "Group Convarsation: Dlscuision Stirtars," 
J. William Pfaiffar and John E. Jonas (adsOi A Handbook of Structured Experiences for 
Human Relations Training, Voliim^ 11 (Rev.). La Jolla^ Ca.i University AssociataSi 1974, 
pp*3^* 



2c, The quastions to be completed art sequencad to mova from the past to the future: 

• The taachar I llkad best was a parson who. . , 

• As a child, \ , , .orl miss . , , 

9 The thing I like most about mysalf Is or Nothing Is so frustrating as . . , 

• Tan yaars from now, I , . . 

(Encourage participants to keep their remarks in the raalm of faaling, memories, attitudes, 
and description of axpariances.) 



C. Need for group process sasslon 

1. Much workshop activity ralias on small group organization. A good deal of work Is accom- 
plished in small group settinp-^staff meetings, board meetings, intaragancy meetinp, 

(Emphasize that tha focus of these sessions is on work or task groups rather than tharapautic 
groups.) 



ERJG 
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Session 2B: 



Time Sequence of Activities 



Matemis 



60 min, D. Seeking consinsus 



1, 



8. 



Introduce the NASA exercise which illustrates 
some of the characterlstlci of groups and com- 
pares the results of individual versus group 
decisionmaking. 

Direct participants to form groups of 6 to 12 
and to seat themselves around the tables In the 
adjoining room. 

Give each participant a copy of the individyal 
worksheet and announce that they have 1 5 
minutes to complete the worksheet 

At the end of 1 5 minutes, instruct participants 
to put the worksheets away for later retrieval. 

Distribute the NASA Exerciie Group Work- 

sheet; one to each group. 

Worksheet 

Read the Instructions aloud; and then ask 
each group to select a member to record the 
group ranking on this sheet. No answers on 
individual worksheets are to be changed as a 
result of the groups' discuiilons* Allow 30 
minutes for completion of worksheet. 

While groups are working; prepare a flipchart 
in the following format for as many groups 
as there are: 

I II III 



Consensus score 






Average score 






Range 







At the end of 30 minutes^ distribute 
answer sheets which also contain direc* 
tions for scoring. 

When scoring Is complete, ask each 
recorder to dictate his group's scores to 
you and write them on the flipchart* 
"Range" refers to the lowest and the 
highest individual score In that group. 



D3. Handout 1, NASA 
Exercise Individual 
Worksheet 



D5, Handout 2, NASA 
Exercise Group 



P6* Fllpgharts 



D7, Handout 3, NASA Ex^ 
ercise Answer Sheet 
' and Scoring Instruc- 
tions 
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Group Process 



Points tor Discussion 



D. Seeking consensus 

(If anyone in the group has done an exercise known as the NASA Exercise or Lost on the Moon 
recently, he/she may assist you by passing out materials and answering questions about scoring.) 



I 
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Session 2B: 

Time SequBnce of Activities 



Materials 



Stimulate discuision of the pDints demon- 
stratid in this axercisi by raising sueh 
questions as those listid opposite* 



15 min, Group prociss diicussion 



1 . Distribute content outline, handout 4. 

2. Direct participants to read through the 
section haidid What is a Group? and 
select those characteristics they felt were 
present in their group. 

3. Next ask participants to select from the 
next sectjon, What Conditions Warrant 
Group Work?^ the situation most closely 
describing their group situation In the 
NASA exercise. 

4. Aik for examples that illustrate the other 
items under What Conditions Warrant 
Group Work? 

5. When is group work not appropriate? 



El, Handout 4, Elements 
of Group Work 
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I. :.; . 

< Points for Discussion 



Qroup Process 



D9, Questioni and answeri 



a. Given thi scores achieved by both indlviduali and groups, what conclusions can you draw 
about individual versus group decisionmaking? (Generally, group scores are higher than 
individual averages J 

b. Does the range of Individual scores indicate that one individual has particular knowledge 
in thisaria? (Very often an individual score exceeds the group scored 

c. Is a high Individual score reflected in the group score? How does that |roup score com- 
pare to other group scores? (Logically, the group with the high individual score should 
have a higher score than the other groups, depending upon the proceis at work within 
the group In achieving consensus. In one Instance, a group member did have particular 
knowledge, but she did not have the confidence to support her points; the other group 
members did not give her contributions the recognition they deserved.) 

d* Do you see any other trends that we can use as a basis for generalization? 

e* Did any group establish a procedure f^r achieving consensus that seemed to make best 
use of the time? (A group may report a procedure such as ranking first those Items on 
which there was clear agreement and then reconsidering the more difficult ones.) 

f. Did Information emerge in group discussion that was not apparent to individuals when 
they made their ranking alone? 

g« Ask for additional comments or observations. 

Group process discussion 

Elicit examples from participants as much as possible and be ready to supply examples of your 
own as a supplement to participants' contributions and to Illustrate points In the outline. 
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Session 2B: 



Time 



Sequence of Activities 



l\/latertals 



6. Ask participants to read The Criteria for 
Effactivi Group Work. Then comment 
that theie issues will bi examined in the 
afternoon session. 

7« Ask participants which of the benefiti 
listed in the last siction thty think apply 
to tha group axtrcisa Just compltted. 



1 , Ask participants if they have any questions 
or comments about the session. 

2, As a summary for this session^ following 
group discussion; go through the outline, 
handout 4^ reviewing the points listed 

in a systematic fashion. 

G, Lunch (See opposite,) 



2 min. 



F. Summary 
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.■il Points fyr Discussion 



Qroup Process 



G. Lunch 

1 * PurpDsa 

a. To maintain the continuity of interpirionil relations that hive been built up during 
the morning. 

b. To provide opportunity for participants to gat to know more about each other and their 
rtfpective programs. 

2« Settini 

a. ideally food should be brought in for privacy. 

b« Furniturt should be arranged so that participants can collect informilly In groups of two 
to six people. 

c. The training room or a private room nearby are suggested as possible places. 
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Session 2C: 



Introduction and Explanation of 
Participant Presentations 



GOALS/OBJECTIVESi 

TIME REQUIRED: 

EQUIPMENTj 

MATERIALS: 
(Handouts and 
refer ances are found 
in Pirtfdpant 
Workbook) 

PRIMARY METHODS: 

MEETING 
ARRANGEMENTS: 



Eaeh participant will it^in an Increase^ awareness and understanding of the elements and 
iisues asiaclatad with selected aspicts of effeetlve alcoholism program administration by help- 
ing to seltct and prepare i topie for preienUtlon. 

15 minutes 



Refaranco Datalled Ratlonala for Participant Presentations 
Refarenca 2, Participant Praiantatloni Signup Shest 
Handout 1; Participant Prtsintatlons— Topics and Objectives* 
Handout 2a^2F^ Rasource Materials 

*Ba sura presentation dates are addad to handout 1 . 



No spaciflc arrangement riquirad 



1.;.- 
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SeBsion 2C: 



w Sequence of Activities Materials 



1 5 min* A, IntrDductidh 

Describe purpose of preitntation activity. For A. Raference 1, Detailed 

details, see opposite and reference 1 . Rationale for Parties 

pant Presentations 



B. Discussion of participant presentations— topics 
and objectives 

1 . Distribute handout 1 , 



Explain the nature of each topic and how it 
fits into the total program. 



Bl . Handout 1 j Participant 
PresentationS'-Topics 
and Oblf ctives 



Y Introduction and Explanation of Participant Presentations 



Points for D/saussion 



A. Introduction 

Among thi training prpgram participants, thare is a wealth of knowledge and experience about all 
the various aspects of alcoholism program adrrijnistration. 

The participant prtiantations are a way for aach parson to share information and Ideas of special 
interest to him with the other participants^ 

The presantationi also provide an opportunity to practice group-process and plannlng-process 
skills thit are presented in the training sessions. In addition^ the presentationi are an integral part 
of the program and are essential to the achievement of the goals of the course. 

Discussion of participant preientationi 

1* There are no discusiion points for this section. 



2a. Use of volunteers is ialf^Kplanatory* This prestntation coincides with the lessioni on per- 
sonnel issues. Properly selected, trained, and asslgnid volunteers can contribute immeasurably 
to the quality and variety of services. Some of the critical isiues to be examined are the 
advantages and disadvantages of volunteers^ the reaions why peoprie do volunteer work, 
what qualifications should be specified, where to gmt volunteers, and what are appropriate 
volunteer activities. 

b. Appraiial interviews are also related to personnel issues. Unlike the other topics, this one has 
a specified presentation method. The three types of Intarviev^s are to be demonstrated by 
role playing. The group that presents this topic should recaive specific instruc on method 
when they come to you for the resource package* (Sea the note at the end of this session 
outline.) 

c. Ideas for followup programs are included because this component of care is required of all 
alcohol service units by th© accreditation standards. Rcisons for followup (or aftercare as it 
is officially known), and techniques, as well as the resources required to support the effort, 
are appropriate issues to cover 

d. Membership in associations^ both national and State^ i§ one way to reduce the isolation felt 
by many halfway-house directors. Associations offer other benefits^ and these should be 
discussed, along with ways to start an association, For this topic, It may be helpful for 
people who want to start an association to team up with those that have had some experi^ 
ence doing it (for groups of halfway-house adniinlstrators), 

e. The subject of the first presentation. Philosophy of Funding^ is self evident. It is based on an 
article by H. Leonard Boche, a pioneer and leader in the halfway-house movement. This 
presentation introduced the session on funding and Is included to stimulate some examina- 
tion of the asiumptions underlying funding pattirns (for groups of halfway-house 
administrators)* 

t Other topics of Interest may be added. Handouts and references should be modified when 
additional subjects are Included to accommodate the concerns of managers other than 
halfway-house administrators. 
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Session 2C: 



Time Sequence of Activities Materials 



C* Explariation of the objectivis and presentation 

(See handout 1 for listing of objictives for each 
topic.) 

Tel! group mimberi to notify tht program leader 
at least the day before if their presentations will 
exceed the allotted time^ so that sehedule adjust- 
ments can be made. One criterion for appraisal Is 
complation of the presentation within the allotted 
time. 



D. Information about resource materials 

1. Contenti indude guidelineifor presentations^ 
appraisal forms> and resource material for 
each topic. 

2. After topic groups are formed, a set of D2. Handout 2, Resource ' 
resource materials may be obtained from the material 

program leader for use by the group. Include 
additional topics only if necefsary and when 
pertinent resource materiils are readily 
available. 

3. Announce location of other resources if they 
are available; for eKample: 

a. Clerical support 

b. Library 

c. Resource people 

d. A/V equipment 

e. Graphics assistance 

E, Summary and conclusion 

1. Have participanti write names for topic they 
solected on signup sheet. 

2. See that one member of each topic group E2. Reference 2, Partici- 
receives the proper set of resource materials, pant Presentation Sign^ 

up Sheet 

3. Surest that each group get together and 
decide when thay will meet to plan their 
presentation, 



Introduction and Explanatio n of Participant Presentations 

Points for Discussion 



Explanation of the objectives and presentation 

The objectives will guide the design of your presentation. Theie are the minimum behaviors that 
participants should be able to perform at the end of your presentation. One measure of the 
wSiSly' ^°"'* ^® ^^i^^^ *° ^hich participants are able to perform 

If you think an objective Is inappropriate for any reasoh and can defend a revised objective to the 
satisfaction of the program leader, the objective can be changed. 

Choose any method that is appropriate to the topic and the objectives and compatible to the 
style of the presenter, including panel discussion; role playing' participant survey to elicit opin- 
lons^ Ideas, or other data (volunteer and followup programs are two topics that lend themselves 
to this approach); and group discussion. 

The time of day snBesred for each presentatron appears in the program schedule. The length of 
each presentation will vary with the method. 

Information about resource materials 



Special instructions for the apprai'sal interviews topic are as follows: 
Strongly suggest that this group plan their presentation In such a way that the participants 
know the names and characteristics of each type before the demonstration. They would 
then be aske^d to watch a demonstration of the three types given In scrambled order and to 
Identify each according to the information they had. After all three demonstrations, partici- 
pants would be asked to announce their answers and discuss the reasons for their choices 



E. Summary and conclusion 

There are no discussion points for this section. 
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Session 2D: 



Qroup ProcBss 



GqAL^OBJECTIVES^ See morning sission (28). 
TIME REOUIRED: 3J4 hours 



EOUIPMENTr 

MATERIALSr 
(Handouts and 
refer inees ire found 
in Participant 
Workbook^ except 
f efarences 1 and 2 In 
appendix 0f Trainer 
Minual) 



LRI Booklet — Group Effactiveness (risource material) 
Handout 1, Obstructivi Behaviors 
Handout 2, Group Proceis Obsen^atlon Guide 
Handout 3, Prisoners* Dilemma Tally Sheet 
Reference 1 , Prisoners' Dilemma 

Referenee 2, On-the-job Implications of Prisoners* Dilemma 



PRIMARY METHODS: Large group diieussion, imall group exercise 



MEETING 
ARRANGEMENTS: 



Drawing 4, Workshop setup for two groups of eight people each; tables should be in adjoining 
rooms or In a large enough room so that participants cannot hear each other. 
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Session 2D: 



Time Sequence of Activities Materials 



5 min, A. Introduction-^ffectlva group work 
Descrlbt purpost of session. 



45 min* B. Task and mairitinanca functions 

la* Lead discussion on group iffectiveneiSi 
using points oppoiite. 



Bla* LRI Booklet-Group 
Effectiveniis 



b. Discuss task and maintenance functions. 



In addition to the six taskfunctloni 
listed on p. 9 of the LRI booklet, there 
is one other that may be added, that of 
recorder. 



d. Diitribute and discusi Obstructive Bid, Handui'^ 1, Obstruct 

Behaviors, handout 1 . tive Behaviors 
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Group Process 



Points for 0f£cu$sbn 

— — ^ 

A. Intfodijet Jon-€ffcctlvc gfoup work 

T^^l**/^?'"®]*!*' 1"^*^*^-^""^"*^ tdprcs as tliocliaracterlstici of groups, when group work U 
Itidlcatfcd, and the benefits of vi'orN groups, f> b \ 

ThU seislon vvlll be de-votcd toadiscusibn of fimetions that holpaiidactloni that hinder group 
work and to a clcftions.tratiofi of yyhat can happen \vfthln a group and between Rroups when the 
necfiwary furctlohMrcnot perfornied. s h 

B, Task ariclrTialtitenanee functions 

la. tli* need for a bmkmm amcng tlm IdvdIs descrlbod In the booklet sliould be maintained for a 
group to be (effective, In oilier words, satisfaction of Individual needs should be recognized 
and intended to, but not to the cxeluilon of performince of the group task. If the nialnte- 
nance level Is not atttnded to, both Individual needs and task performance will suffer The 
task and maintenance funcllons that help group members work together and complete their 
task are described ori p, 9 aind are discusicd below, 

The groiip task Is ustJally related to the fulfillment of organizational goals and objectives. 
There must be corinnon understanding of these goals and obje*ilves If conflict is to be re. 
ducidafid If the t^sk outcome Is to be conslitent with the organizational goals. 

b. Taskandniafntenancefuncilonsaretheresponslbllltyofallmember^ Similarly all 

members must feel responsible for the way the group acts If It Is to bm effective. Functions ' 
may rotate among menrtbers, or some members may feel most comfortable perform ing 
selected functions. If there Is a nominal leader, that person should encourage all members to 
Irtiprove their skills in performing these functions, 

Freciiiently, a tasic and a maintenance function are fulfilled by one act, as when a clarifying 
stateinent or quest Ion helps members to explore differences, or vihm a member is encouraged 
to contribute by others seeking hii opinion. 

c. This role Is especially useful when a group Is exploring Issues or brainstorming ideas. An 
effective recorder nakes as complete a record as possible, noting every contribution This 
record shows the development of Ideas and Insures that a critical idea does not get lost The 
recorder may writeora flipchart where all can see or may make notes which can be read 
aloud to the group at appropriate intervals. This function should be rotated, as the recorder 
generally cannot record and participate simultarieously. 

d. Appearance of any one of the behaviors described on this list indicates that an individual 
need has prionty over performance of the group task and maintenance of group relation- 
ships. Sorie of the reasons for this behavior are suggested in the handout. The reason may or 
may not be apparert to the individual or the other members of the group. This aspect of 
group interaction and how tc deal with It will be discussed more thoroughly in the session 
on Director and Board Relationships, 



ERIC 



55 



SBBston 20: 



Time Sequence of Activities MateriBis 



C, Grmp pfom$ ob%tmt\on 

1. Distribute copy of handout 2, Group* CI. Handout 2, Group 
Proeeis Observation Guide, to eaeh Process Obieryatlon 

partklpant and oMplaIn um* (Soo Guld^ 
cpposlto.) 



2, Describe iho parts of the guide. 



3. the guide will be used throughout the 
program whonaver groups are working, 

4. The observtr role will rotate among 
group mimbers so that iv^ryont ha^ a 
chance to practice, 

5. Small group mimbership will be assigriedi 
and the same poopie will work together 
whenover group work is called for. 

60 min. D. Group exercise: Prisoners* Dilemma 



1 . Introduce this activity as an exercise to 
demonstrate the irtiportance of group 
functions as well as some of the ilements 
necesiary for group effect ivenaiSi It is 
based on an old ruse. Two prisoners sus^ 
pected of working together are separated. 
The questioner tells each that the other has 
confessed and that if they both confess they 
\^1II get off more easily. The dilemma: What 
should they do? 

2. Divide group Into two teams with no more 
than eight members per team* Designate one 
team Red, the other Blue. 
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Points for Dlscu$si'on 



Group Process 



C, Group process observation 

^' hI'I^u'*'? i' *° ^If'P a group obscrVDr record the helping and hindering behaviors 

dcscribea in previous handouts, © . « . 

Use of the Observation Guide gives the observer practice In Identifying behaviors. 

The observer'! report to the group tells them where they are performing well and where 
tney need to Irnprove. 

^' IlkVi"^' ^f^'^^A""' ^f*' ^ 2 are used while the group ii working to record what 
behaviors occur and h^ow often. At the en of the observation, the observer checks the 

I I'"»**u^u - *8u°"P' P"' 3' '^P"*"" f''* to the other memberi. 

space IS left at the bottom of the page to record comments which illustrate the reasons for 
the observer s rating. 

It Is e?£pected that the higher the frequency of part 1 behaviors over part 2 behaviors, the 
more affective the group will be. 



S. Groups should date and time each Observation Guide and review thein toward the end of 
the prograni to s^e what progress has been made toward developlni an effective group. 

Group exercise: Prisoners' Dilemma 

The purpose of this exercise Is for participants to experience a situation In which cooperation 
(not competition) pays off. Do not explain this outcome unless it is necessary to do so when the 
ej<ercise Is over and participants do not draw proper conclusions. (Be sure you understand the 
exercise well-especially references 1 and 2-before running this session ) 
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Session 2D: 

Time SeqfuencG ofAGtMtIm Materials 



Groups should be out of hearing if not out of D3« 
sight of each others ^Ith a placa between them 
for team represontatives to meet. Teams do not 
CQmmunicate with each other except through 
rapresentativeias inftructed by the trainer. 
(Sea raferance 1 and study very thoroughly.) 

Distribute Prisoners' Dilemma Tally Sheets^ D4. 
handout 3» and explain the rule§, opposite. 



Reference 1 , Priionars* 
Dilimma 



Handout 3* Prisonars' 
Dilemma Tally Sheet 



5, Instruct each team to choose one parson to 
complata the Group Procass Observation 
Guide during the exercisei This person will 
obsarva and record only. He will not 

parti cipata. 

6, Begin round 1 and continue iccording to 
schedule. (Sea reference 1.) 

7, At the end of round 10| announce the point 
total for each team and then calculate the 
sum of the two scores. 

S. If participants did not recogniie before the 
end of the game that cooparatlon is neceisary 
for ^inning^ make sure that it is clearly 
understood by all, 

9. A%k observers to shira their findinp with 
their team members. 

1 5 min. Coffee breaK 
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Points for Discussion 



Group Process 



04. Announce^to partielpants: "There will be rounds of choice. In each round, Red chooses A 
or B, ana Blue chooses X or Y. ' 

• If Red chooses A and Blue chooses X, eich team wins 3 points. 

• If the choice is AY, fced loses 6, Blue wins 6. 

• If the choice is BX, Red wins 6, Blue loses 6. 

• If the choice is BV, both teams lose 3 points. 

® The schedule shows how much timi is allotted for each choice, and when representatives 
trom the teams may meet to confer before choices are made, 

• Do not write down choices until instructed to do so, 

• Trainer will announce team choices to both sides and confirm scores. 

• In round 4, scores are doubled to +6 and 412. 

• In rounds 9 and 10, scores are squared to +9 and +36. 



6. The object of tfie exercise Is for participants to recognize that the only way either team can 
consistently score points is for both teams to cooperate and choose the AX cortibinatiori. 

7. The maximum positive score Is 1 26, which can be achieved only if AX is chosen each time. 

8. In other words, in this game, both teams win or nobody wins. 
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Sesalon 2D: 



Time 



Sequence of Activities 



Materials 



60 min, 



Ei Dfsc^uiiion of akerclsa 



1. Start the diicusslon with tha question: At 
the beghning^ based on the rules and the 
scoring, what did you think was the oblact 
of tha game? 

2* How did this Idea affict your expactation of 
how the other team would makt Its choices? 

3, How did this CDmpetltlva feeling affect the 
advice your team gave Its representative for 
handllrii the negotlatloni in rounds 4, 9, and 
10? 

4, Where would you rank the level of trust 
between tha teams, say on a scale of 0 to 10? 

5, Recalllni the report of the group observer, 
what affect do you think this atmosphera 
of competition and mistrust had on the 
group procesi? 

6, When did the f Irit awareneii of the possible 
real objectiva of the exerclie emerge? How 
was It racalvad within teams? Was It discussed 
in nagotlatlon sessions by team representatives? 

7, What iftiplications or lessons are taught by E7, Reference 2, On-the-job 



this eKercfse? 



Implications of 
Priioners* Dilemma 



15 min. 




1 , Reyie%v and summarize major points of the 
day's sessions by eliciting the information 
ipacified opposite. 



So 



I 

^oint$ for Discussion 



Group ProcBss 



Discussion of exercise 

Possible answers to discussion questiorisi 

1» The usual issumption is that the point of tho game is to scora as many points as poislble^a 
competitive situation. 



2, The other team would probably try to choose In a way to win the most points for thern* 
selves and the least for the other team, 

3, Teams will probably describe their various strategies for outwitting the other side. 



4, Rankings will probably be on the low side, 

5, Pressure for quick payoff decisions is probably conducive to domination leadership, little 
ittention to orderly procedures and maintenance functions, and little attempt to discQver 
and clarify confusion and to examine alternatives, 

6, In the AX choice, both sides would gain. The payoff for other choices Is larger, or the 
damage to the other side is greater. ' ' 



7. See reference 2 for possible examples of competition versus collaboration, trust, selecting 
objectives, and strategies. 



Summary 

1, What are three conditions which warrant group work? 

• Information needs to be conveyed to a number of people, 

• Issues are too sensitive or complicated to be adequately conveyed in written form, 

• An opportunity is needed for members to seek clarification, 
(See handout 4, session 2B, for addftiona! points,) 

What are three benefits of effective group work? 

• Improvement of morale of individuals and productivity of an organization, 

• Better solutions to problems and better plans for future action. 

• Increased involvement and commitment to task by group members. 
(See handout 4, session 28, for additional points,) 
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SesBion 2D: 



Time SequencQ of AotMtleB Materials 



(continued) 



2* If time remainSj continue discussion based on 
participant Intsreit. 



Assignmint 

Read "Undiritanding the Management Function" in 
Leadership Resources Managertient Library and Group 
Effectiveness boolclet (optional). 
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Group Process 



Points for Discussion 



F. (continued) 

What are some of the task functions performed by a functioning group? (Ask for at icast three.) 

• Initiating. Proposing tasks or goals, defining a group problem, suggesting a procedure or 
Ideas for solving a problem, 

• Information or opinion seeking. Requesting facts, seeking relevant Information about a 
group eoncern, asking for suggestions or Ideas. 

• Summarlilng. Pulling together related Ideas, restating suggestions after group has dis- 
cussed them, offering a decision or concluilon for the group to accept or reject, 

(See Group Effectiveness booklet, p. 9, for additional points.) 

What are some of the maintenance functions? (Ask for at least three.) 

• Encouraging: Being friendly, warm and responslvtt to others and to their contributions, 
showing regard for others by giving them an opportunity for contribution. 

• Harmonizlrig: Attempting to reconcile disagreements, reducing tension by "pouring oil on 
troubled waters," getting people to explore their differences. 

• Setting standards: Expressing standards for the group to achieve, applying standards in 
evaluating group functioning and production. 

(^See handout 1 , Group Effectiveness booklet, p. 9, for additional points,) 

What are three obstructive activities which may hinder good group functioning? 

• Blocking, Shutting off ideas or the expression of feelings because of personal grudges or 
lack of respect for the competence of others, 

• Recognition-seeking. Concern with itatui In the group, desire to make a good impression. 

• Dominating. Controlling the group, talking inccEsantly, inhibiting the group by stifling a 
free exchange of Ideas. 

(See handout 1 of this session for addltionai points,) 
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SeB$lon 3: 



Management and Change 



GOALS/OBJECTIVESi 



TIME REQUIRED; 

EQUIPMENT! 

MATERIALS! 
(Handouti and 
referenecs are found 
In Participant 
Workbook) 

PRIM ARy METHODS: 

MEETING 
ARRAl^GEMENTS: 



Each participant will attain Increased understanding of the relationships among program 
administration, the concept of management, and planning, 

Given a Hit of the 1 2 management functions and a list reproientlng the activities of a program 
manager, each participant will be able to match functions with activities. 

Given a list of the 12 management functions, each participant will be able to check off three 
out of four functions that correspond directly to steps In the planning proceis. 

2!4 hours 

Flipchart paper, tacks or masking tape, felt pens (one set for each small group) 

Handout 1 , Group Process Observation Guide (from session 20). Duplicate two copies for 
each small group. 

Handout 2, Twelve Functions of Managing 

Handout 3, Planning Process, Management Functions, Session Topics 

Small group work, large group discussion 

Drawing 1 , Round table setup In one room, drawing 4, Workshop setup in a larger, adjacent 
room. Tables and chairs are arranged In three groups, with four to six chairs In each group, 
depending upon the number of participants. A flipchart and felt pens are placed near each' 
small group. 



• 
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Session 3: 



Time Sequence of Activitm 



Matermis 



30 min. 



A. Introduction 

1. Reviow purposo of session as stated In objec- 
tives^ safc in context of previoui session. 



Ask for any questions or comments about 
thef eading assignment. 



Give directioni for first small group task. 

a, Participants will work in assigned groups, 

b* One person in each group will be selected 
to be process observer for his group, 

c. Each group will list on its flipchart as 
many things as possible that an alco^ 
holism program manager does or might 
do— mundane or otherwise^in the 
course of a day on the Job* 

d. Time allotted for this task^ 10 minutes. 

As participants are getting settled around 
small tables, distribute one copy of Group 
Process Observation Guide to each group. 



5, Clarify directioni as needed. Start timing 
when groups begin listing activities on flip- 
charts, (As a group uses more than one 
page of flipchart paper, tape used sheets on 
the wall with masking tape so that all Items 
are visible to group members.) 

1 0 min, B. Groups work on task 

35 min. C. First task debriefing 

1. Ask one group member to read the list of 
activitres his group has made. 

2, Other participants listen and check off 
similar items on their group's list. 



A2« Leadership Resources 
Management Library: 
"Undirstanding the 
Management Func* 
tion," by David S. 
Brown 



A3c. Fllpcharti, felt pens 



A4. Handout 1 , Group 
Process Observation 
Guide (from session 
2D) 
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Management and Change 



Points for Discussion 



A. Introduction 



1 . This session will focus on management functions In geniral and as they are reflacted in the 
activities of an alcoholism pro|ram manager. There Is no one way to describe the manage^ 
ment role. The idea is to find one way an^' sree to use it. The managernint functions listed 
in ih* rea -ni assignment will serve as a common basis for the purposes of this program, 
The sm^' oup activities of this session will provide an opportunity to practice the sl<ills of 
group part^^cip^uon and observation that were introduced In previous sessions. 



i 



B, Groups work on task 

There are no discussion points for this section, 

C. First task debrieflng 

There are no discussion points for this section. 
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Session 3: 



Time Sequence of Activities 



MBterials 



C. (cQntinusd) 

3, A second group member will read any 
ittms on his group's list that wore not 
mentioned by the first group. These 
ittms are chacked or added by the other 
two groups. 

4, The third group readi any remaining unique 
items. 

5, Each process ob^rver reports to his 
group, 

(Time is approximate; run longer as 
necessary 0 



ISmin, Coffee break 

' D. Directions for second small group task 



3. Using the functions listed on the handout, 
each group will classify the activitiis on its 
activities list by placing the number of the 
function next to all appropriate activities. 
Spact is allotted on the sheet so that 
Individuals may record the activitiei as they 
ara classified. To facilitate this task, you 
might suggest that participants take one 
function at a time, locate all activities on 
their list that fit the function, and then go 
on to the second function. 



Ask each group to choose a new process 
observer. Distribute a new observation 
sheet to each group. 



D1, Handout 1, Group Pro- 
cess Observation Guide 



Oistribute copies of ^'Twelve Functions 
of Managing** to each participant* 



D2. Handout 2, Twelve 
Functions of Managing 
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Points for DIsGUSslon 



C, (continued) 



Management and Change 



D, Directions for sicond small group task 



For I complete dtscription of each functlorii rafar participants to pp, 18-22 of the article 
Undarstanding the Management Function/^ 

Expressed In slightly different words from the description on p. 18 of the article, Fpinctlon 2 
means assessing a task or problem It} terms of who has the iuthorlty and the responsibility 
to handle It. For example, a conflict betw^jen two residents pnerally can be handled by the 
counselor. Difficulty between a resident and a counselor should probably be referred to the 
director. In some caseSj It may be that a particular issue is not even a legltimma concern of 
the halfway house. Careful consideration of the frame of reference can Insi' j that the direc- 
tor and staff are spending their time and effqrt on appropriita tasks. 

To be sure this function is clearly understood^ ask one of the participants to explain it in his 
own words and to give an example* If the explanation is satisfactory, go on to the next step. 
If not, explain the function and then ask a partfclpant to give an example from his experience. 
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Session 3: 



Time SequencB of Activities 



Groups work on taik 
Saeond task debriefing 

1 . ^ik a different group to read the activities 
thay clasiifjad under the first managenient 
function. Have the other two jroupi check 
their classifications for similarities or 
differences, 

2. Help grcupi to reconcile differenceS| using 
tfii^ definitions in the article as guides. ^ 

3. Continue tiie proceis until all functions have 
been applied. 

4. Process observers report to groups. 
Classification inalysis and discussion 

1 . Begin the anlaysis by asking the following 
quaitiom one at a time^ and by giving 
g/oups tifne to examine their flipcharts 
afid tabulate answ^ers, 

a- What managarrient function Is used 
most often? 

b- Are ttiere any managefiient functions 
that do not appear on the fl Ipcharts? 

. c. Are there activitiei that do not correspond 
to a management function? How would 
these activities be classifled? Do they have 
anytfiing in conrimon? 

How ffnuch time is devoted to these 
aetivitles (classified and unclaiiifled)? 

2. Ajk parcicipants to speculate on the Implica^ 
tjcris of the answers to these queitions. If 
points are not forthcomings ask questions tc 
fcpcui thinkiiig* (See facing pap for pointi 
that should brought out,) 

3. Close discussion by asking participants to 
comnierit on the exclusion of decisionmaking 
frc^ th^ list of fnanagiment functions. 



30 min* E. 
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Management and Change 



f points for Discussion 



1* Groups work on task ^ Thin are no dlicusilon points for this sectbn. 
Sfcond tisk debriefing 

There are no discussion points for this section. 



S/ Ciassif/catron anilysfs and discyision 



jla. The inanagemint function that generally appears most often Is *'coo>dinatingand informing." 
"Arranging for financing," **Drganiiing/' and '*Dbtain!ng and developing perionnel*' also 
app€ar with some frtquency. 

b. Diviloping purposfs and objectivis, planning, evaluating, and so on usually are used once or 
not at alL 

Many of the activities listid ari Dperational or progrartimatic (e.g,, counseling, arranging 
transportation, going to the bank) or intended to respond to a crisis, 

The amount of time a itianagtr spends In these actlvitlis will vary depending upon the ilze 
of the organization and the number of other staff members. 

L The question Is not, What shaulcf a manager do? but rather. How does he want to spend 
time? If the management role is a legitimate one and If the director Is not doing the f unc^ 
tions, who Is? 

Participants may want to perform this analyils of their activities periodically to see if they 
are gontrolling their Jobs or being controlled by their |obs. Results may show a need to 
examine use of staff and procedures. 



SBBsion 3: 



Sequence of ActMtl&s 



Materials 



5 min* 



Hp Summary 



Distribute handout 3 . Review tha 1 2 
functioni and repeat the major points 
brought out in the dlscussiorip 




2, 



3, 



Point out those managament functioni that 
are also stt ps in the planning prociii that 
will be thf topic for the ifternoon S£ision» 



Point out whiri other management functions 
will be addressici In lubsequent program 
sessions. 
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I^:::" ■ ManagBment and Change 

gP— ~ - - : ^ — ' 

tPoints, for Discussion 

fH* Sunimary 



Sdrne of thi mariagem&nt functions, although not used excluiiveiy in planning, correspond 
directly to steps in the planning proceis that are used in this courie: 

(1) DevelDping pyrposfs and objectives ' 

(3) Forecasting and planning 

(10) Tasting and evaluating 

(12) Ensuring proper external relafionships (involving others, igraeingon responslbilliy 
for action, approval) 

The second function^ "setting frames of reference/* is part of tho first planning step, '-^jree- 
fngon goals/* 

Other management functions are of particular importance In areas covered by specific pro- 
grani sessions' 

(4) Arranging for financing'-funding issues 

(5) OrganiElng— budget preparation . 

(6) Obtaining and developing personnel— personnel issues 

(7) Coordinating and informingHnformation and decisionmalcing 

(8) Guiding and leading— perscnnel issues 

(9) Surveying performance ; auditing-cost accounting and recordkeeping 

(11) Adjusting and integrating—information and decisionmaking 

Each of these functions ii also required in one or more phases of the planning process: 
preparation^ implementation, and evaluation. 

Regarding the session tapics not included above: 

Group process deals with theory and skills necessary to vvork with other people for effec- 
tive program planning, management, and operation. 

Director and Board R^elatlonship covers the unique aspects of board merribership, organic 
Eition, and working relationships that can enhance the director's performance and that 
require all his planniniand management ikiifs to be achieved, 

The Planning Project provides an opportunity for each participant to apply the content of 
the various sesiions to an area of immediate concern In the program he directs* 
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Session 4: 



The Planning Process 



GOALS/OBJECTIVES: 



TIME REQUIRED: 

EQUIPMENT: 

MATERIALS; 
(Handouts and 
reierenc§$ are found 
Irt Participant 
Wforkbook) 



PRIMARY METHODS; 

MEETING 
ARRANGEMENTS: 



Each participant will sufficiently refine and improva existing planning and analysis ikilis to 
identify a specifie problem or a need for change; to develop a plan; and to achieve SDme dagrae 
of Irnprovement in the area selected. 

They will be able to: 

1 . Write a pro|ram objective that is specific, measurable, and time-phased, 

2. Write a program objective that \$ not measurable in quantative terms. 

3. List the three phases in the plannlni process. 

3 hours 

Fllpchart paper, tripod or masNIng tape, felt pens, overhead projector, screen. 

Flipchart 1 , Questions for A3 (to be prepared ahead of time) 

Reference 1, The planning Process 

Handout 1 , The Planning Proceii 

Handout 2, Writing Sneeiflc Progrim Objectives 

Handout 3, Planning Worksheets: a. Labels, * b. Blank, c. Answer Key 

Handout 4, LRI Booklet — Planning for Change (resource material) 

Lecture, discussion^ programed instruction, self-testing exercise 
Drawing 2^ Classroom setup 

*Handout 3a should be reproduced on sheets of gunimed labels manufactured by Xerox 
Corporation. If this is not possible, allow extra time and have participants write answers In 
correct order on handout 3b, 
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Session 4: 



Time Sequence of Activities Mafer/a/s 



15min* A* Introduction , 

1 . Refer to the previous session topic. Manage- 
ment and Change. Ask for any questions or 
cornmenti. Ask participants to recall the 
nnanagement functions that are also steps 

iri the planning proceis. 

2. This session focuses on the planning process 
as a personal and administrative tool ^ with 
particular emphasfs on wrfting specific 
objectives. 

3. Ask each participant to jot down brief AS. Fllpchart 1, Questions 
answers to the following questions* 

(Write queitiDns on flipchart paper ahead 
of time.) 

a. How do you go about planning now? 
(What steps do you use?) 

How do your plans work out? (Are 
you satisfied with your process?) 

c. What part of planning do you find most 
difficult? 

4. After 2 or 3 minutes^ instruct participants 
to put these notes away for quick reference 
later In the session* 

5. Briefly introduce the three phases of the AS, Reference 1 , The Plan- 
planning proceiS; using reference 1 on a ning Process 
fiipchart. 

The introductory remarks are brief^ as most 
of the points are made in the reading 
assignment that is announced at the end 
of the session. Only a few points are made 
so that session time can be spent on 
exercises and discussion. 
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Points for Discussion 



The Planning Process 



A. Introduction 

1, The minagement functions are the following' deveioping purpoiei and objectivesi fore* 
ca§ting and planning; testing and evaluating; ensuring proper external relationshipi. 



S* • There Is no way to describe planning and no one set number of steps in the process* The 
process introduced here was lelected because it contains all the essential Ingredients* Thii 
model IS offered as a standard for comparing your own planning process, and It will be 
be used during the program to facilitate communicatjon. 

, • The planning process has three phases: preparation, implenientation, and evaluation. If 
the preparation phase is done carefully, implementation and evaluation are more effective, 
and the plan is more likely to achieve Its objectives, 

• The preparation phase is what people thmic of when they hear the word planning— 
gathering information, setting objectives, laying out tasks, and making schedules, 

• However, no plan Is complete until it has been implemented and evaluated, 

• Planning is done for different purposes, over short or long time spans, involving few or 
many people. 

• Regardless of the complexity, however, the same process is involved, 

• Emphasis in this session will be on the preparation phase because It is basic to good 
planning. Within the limits of this program, you will be able to complete only that 
phase. Implementation and evaluation must take place when you return to your Jobs* 
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Session 4: 



Time 



Sequence of Activities 



Mafer/a/s 



30 min. 



B. The prt paration phase 

1 . Distribute handout 1 1 The Planning 
Proceis. 



Bl. Handout 1 , The Plan- 



ning Procesi 



2, Review each itap briefly. Inviti comments 



and queitioni from participanti as you go 
along. 

The phases are not self-contained^ ai the 
diagram luggists. Each one modlfiei and ii 
modified by the others. Information 
collected during and aftar implenientation 
will improve a second Implementation of 
this plan or preparation of a new plan. 
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The Planning Process 



^Points for Discussion 



B. The priparation phas€ 

v= 1. The questfons under each stip are designed to guide execution of that step. Planning activity 
should focus Qn answering these queitioni. 

J 2. A full description of each step appears In "Planning for Achieving Goals" in Leadirsh/p 

Resources Mgmgement LIbrgry, which will be assigned reading. For thii sesiion, partici- 
pants will see the steps and quistions as you discusi the Importance of each step. 

Agreeing on goals: The goals of the alcoholism program are expressed in the charter, grant 
appricationj State plan, or other basic planning documints. Is the program as It currently 
operates consistent with those goals? Depending on the age of the program and board and 
director turnover, periodic review might be indicated. Assumlni that the goals are clearly 
understood and accepted, new plans should be eonsistent with the organization goals. 
The management f unction^ "setting frames of reference," comes into play here. The man- 
ager should ask, 'Is there a matter of legitimate concern to our program?" If so, '*At what 
level Is it best handled (boards director, staff, clients)? " 

Forecasting: This step has two parts. The^ first Is gathering information about the current 
situation, finding answers to the first four questions. The second part is trying to look ahead 
and see what to prepare for. The better the information-gathering and forecasting, the better 
the plan. 




Involving othersi If this step is delayed until the implementation phase, It may be difficult 
to get commitment, which is especially important for difficult tasks. 



Diagnosing needs and setting objectives: In business management literature, the specific 
outcomes of a particular plan are sometimes called goals, tr distinguish these from the 
broad, le^ precise organization goals, we will call them objectives. The more precise the 
objectives, the easier it is to measure the extent to which outcomes are achieved'-in other 
words, to evaluate. Avoid the trap of talking about solutions until you have clearly identi- 
fied the problem (diagnosed needs)=and have determined what outcome you want to 
achieve. 

Choosing alternatives: If sufficient time and effort have been spent on the preceding steps, 
chances are better that a wider range of ideas will be available for consideration at this 
point. More information will be available; more people will have been consulted; and reiults 
will be more clearly described. List as many possibilities as you can before considering any 
in terms of the constraints that exist (limited time, lack of money). If an Idea is really good, 
you will look for a way to make it work. 

Agreeing upon responsibility for action: This step is especially important when outside 
agencies are involved. Agreements should be written down and approved by both agencies 
to avoid misunderstanding and to provide continuity in the event of personnel changes. 

Preparing the plan: Preparing the plan refers not to writing down the plan (which may be 
done formally or informally, depending on the purpose), but rather to estabrishing the 
luidelines for implementation* The guidelines should include what tasks should be com- 
pleted by what times; who is responsible for each task; what resources are needed and when 
(clerical help^ transportation, special equipment); criteria for judging acceptability of out- 
comes and the budget. Also included are directions for when and how to collect evaluation 
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Session 4: 



Time 



Sequence of Activities 



Materials 



(continued) 



45 min. 



Specifying objective! 



1 . Because objective writing is critical to good 
planning and because it is a skill that is 
unfamiliar to many peoplej thii exarcisa 

is included to give intensive instruction 
and practice. 

2. Distribute the programed units and ask if C2. Handout 2, Writing 
anyone is familiar with programed instruct Specific Program 
tion. If one of the participants can Objectives 
explain how it is used^ permit him to do 

so. Otherwise, give a brief explanation* 



15 min. 
30 min. 



Coffee break 

D. Writing "nonquantitative" objectives 

1 . Discuss the limitations of specific objec- 
tives, and raise some of the questions that 
should be asked about objectives* 




The Planning Process 



*^ Points for Discussion 



!'B2. (cDntlnued) 

Information* During implementation, thesa guidelinei beeome a standard for measuring 
pragresi. The nnanagir usas these guidilln^s to audit pirformance (Are things going accord- 
V ing to plan?) and to make adjustmenti as indicattd. 

Plan approval: Plans that involve large expenditures of money and/or outside agenciei uiually 
: will require board approval. Plani that involve operating proceduris generally need only the 
sanction of the director 

One final point: It is apparent that tach step affacts and is affected by every other step. Plans go 
> through numerous changei and revisions iven into the implementation phase, 
iC, Specifying objectivas 



Instructions for group: All information and directions are included In the program. Turn to 
p, 57. This page liits the objectives for the program, They spacify what one will be able to 
to when he has conipletad the exercise. 

Turn to the pretest in the handout. If you think you can write a specific^ time-phasad, 
measurable objectlva now, take the pretest and then have the leader check your answers/ 
If you perfer to omit the pretest, turn to p. 59, and read and follow the directions. Take all 
the time you need, but work steadily. When you have completed the last page, check your 
answers with the leader. 

An objective is acceptable if you can find answers to alf of these questions: 

• What will the result be? 

• How will it be measured? When? 

See the second paragraph of Writing Specific Program Objectives for an example. 
As participants finfih and their objectives are satisfactory; send them for coffee/ 

D. Writing **nonquantitative*' objectives 

1, Writing specific/ measurable, time-phised objectives Is Important because it forces us to 
think clearly about what is Is we want to do and because it makes evaluation easier. An 
objective must pass other tests for acceptability. 

• Is It consistent with organization goals? 

• Is it worthwhile? (Sometimes the discipline of writing specific^ measurable objectives 
produces trivial objectives. The outcome should be worth the time and effort required to 
achleva It,) 

• Can it be done? 

• Do wa have the resources to do It? 
What are the implications of achieving the objective? 



• 
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MatBrials 



D, (continued) 

2, , introduca tha Idea of writing objeetrvas 
that are not measurabla In quantitative 
terms. 



3. On the flipchart, write a simple objective D3. Flipchart paper and 

you might have In purchaiing gaiolina. felt pen 

Indlciti the outcome^ the nieasure, and 
the timiframa by the method used in the 
programed exarciie. 

4* As participants name charactariitlcs of 
good gas station service. Hit them on the 
flipchart. Thay should be as objactlve 
and obsarvable as poisibla. 



Time Sequence of Activities 



S. Ask partlcipanti to turn to p* 69 of tw 
programed exercise and look at item j Q, 
List on the flipchart the indicators they 
could suggest to describe the qualities of 
gccaptable employment, 

Each suggestion should pais the test of 
observability. If a participant suggasti that 
a parson is "satisfied with his job/' ask: 

• How do you know someone Is 
satisfied? 

• How does ha act? What does he say? 

30 min* E, Comparison of Individual planning procesies 
with model planning process 

1. Aik participants to name the three phases El. Flipchart paper and 

on the model planning process. Write on felt pen 

flipchart. (Leave space after the prepara- 
tion phase to list steps.) 

2* Ask them to name in sequence the steps 
of the preparation phase. 

3. Aik participants to take out their answers 
to the questions you asked at the beginning 
of the session; then discuis them. 
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■ jPoints for Discussion 



The Planning Process 



;D, (continued) 

2. We started wntlng objectivei that can be measured in quantitative terms becauie they are 
easier . Many tlmes^ however, Important dimensions are ignored because they cannot be 
corrected For example, you have Just moved to a new town and you are looking for a 
place to buy gasoline on the route between your house and your job. You don't care what 
kind IS sold as long as it coits no more than 60 cents per gallon. 

3, So your objective Is to find a station where you can purchase gasoline regularly on the route 
to and from work, at no more than 60 cents per gallon. You find several stadons that meet 
your requirements, so you must now determine some basis for selecting among these 



4. Attendant comes within 2 minutei after you drive to pump. He addresies you courteously: 
''Good morning, may I help you?** Smiles, He inserts and removes the nozzle without 
spilling gas on your car. He gives you the amount you ask for, cleans the windshield, front 
and back, and so on. , 

These items or "indicators/' still objective measures, deal with quality rather than quantity. 
They could be quantified if you specified that at least four of these features should be 
present on each visit or that four particular features should be demonstrated 9 out of 10 
times* 

5, The list should include items similar to these: 

• Pays a wage consistent with similar jobs in the community 

• Maximum 1 -hour bus ride to and from home 

• Resident arrives on time and is not absent except for illness 

• Resident says he would recommend that others seek employment there. 



Comparison of individual planning processes with model planning process 



EKLC 



How does their planning procesi differ from the sug|ested model? Are steps missing? How 
might these missing steps affect the success of their plans? What parts of planning do the^ 
find most difficult? Does this session offer any help? 
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Session 4: 



Time Sequence of Activities 



Matemis 



F. Assignment 

1, In Leadership Rasources Managipriint 
Library^ partiaipants may read "Planning 
for Achieving Goali" 

2* Read Planning for Chang© and answer the 
questloni on p« 1. 



Fl, Leadership Reiources 
Management Library 

F2, Handout 4, LRI book- 
let, Planning for Change 



10 min. 



Summary exercise 

1 , Handfout and explain exercise. 



G1. Handouts 3a and 3b, 
Planning worksheets, 
labels, and blank 



Ai participants finiih the exercise, hand G2. Handout Sc, Planning 

them the answer key to check their work. worksheet, aniwer key 

Answer questioni as necessary. Participants 
leave as they finish. 
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The Planning Process 



Po/nfs for Discussion 



f Assignment 

1 , This article i$ a reviesv and restatement of the planning process. 

1, This article talks about the issues to be coniidered when planning outcomes require or will 
induce change, e.g.: how people react to change; how to prepare people to accept change 
more easily; predicting the chances of a change taking place. Pay particular attention to 
the section on force field analysis. 
C>. Surnmary exercise 

1 . This exercise is designed as a self-test on the sequence of steps in the preparation phase an ' 
the qui ,on$ that need to be answered at each step. 

a. Part, ip^nts put away all books and notes. 

b. The sheet that has labels on it Is divided into three columns. Column 1 lists the steps of 
the preparation phase in scrambled order. Columns 2 and 3 have the related questions In 
scrambled order. 

c. Put the steps in order first. Then find one question In column 2 and one question in 
column 3 that relate to each of the steps. 



85 



ERIC 



Session 5: 



Director and Board Relationships 



GOALS/OBJECTIVES: 



TIME REQUIRED; 
EQUIPMENT: 



MATERIALS: 
(Handouts and 
riftrencis are found 
In Participant Work^ 
bookf except 
, handouts 4a4f m 
Tramar Manual) 



PRIMARV METHODS: 

MEETING 
ARRANGEMENTS: 



Each participant will attain an Increased awarcnesi and understanding of the ^laments and 
issues asiociated with organizing and maintaining effective relationships thai have been 
demonitratod to be successful in other halfway houses with the halfway^house board of 
directors, 

They will by able to 

1 . List at least three typos of people to Include on the Ideal board, and explain how these 
people can be helpful. 

2, Name two strategies for dealing wlui a troublesome board, 
3 hours 

Videotape equipment (optional, but strongly recommended) 

Portapack 

or 



VTR tapedeck 
monitor 
microphone 



microphone 
2 cameras 
VTR tapedeck 
monitor 
mixer 

Handout 1^ Director and Board Guidelir cs 
Handout 2, Case Study: Pathway Residence 
Handout 3, Board and Director Problem Sheet 
Handouts 4a4f, Instructions for Role Players 
Handout 5, Guide for Role Player Observers 
Handout 6, Group Process Observation Guide 
Handout 7, Hidden Agendas Information Sheet 
Group discussion, role playing 



In one room drawing 1, Round table setup; in a second room, drawing 6, discussion setup for 
SIX peoplQ, with sufficient chairs surrounding the circle for the remaining participants Video 
equipnient placed so that each role player can be easily photographed, especially when talking. 
Microphone should be placed to record all speakers audibly. 
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Session 5: 



Time Sequence of Activities l\/laterials 

30 min* A. Introduction 

1 , Rf view the purpose of the session* 



2. Distribute handout 1. A2. Handout 1, Director 

and Board Guidelines 

3, Diicuss the items with contributions 
from the group. 



60 min* 



Role placing exercise 

(If video equipment is not available^ carry out 
exerciie as directed,) 

1 . Explain that the next iciivity is a role^ 
playing exercise designed to dramatize 
some of the difficulties that may arise on 
an agency board. These background 
nsatenals will set the stage, 

Decfdi who will play each role beforehand 
md put the appropriate instructions and 
role description (handout 4) in an envelope 
bearing the participant's name. Choose 
people you think will least self -conscious 
in a role playing situatlun. 

2. Distribute handouts 2 and 3^ Case Study: 
Pathway Residence and Board and Director 
Problem Sheets and allow participants about 
5 minutes to read. This case will need 
revision for participants other than halfway- 
house administrators. 

3. Announce that different participants will do 
different thinp in the exercise. Distribute 
role player envelopes to selected participants 
and instruct those participants to retire to 
room 2f to take a seat in the inner circle of 
chairs, and to read their instructions. 



B2. Hindout 2, Case 
Study ^ Pathway 
Residence 
Handout 3, Board/ 
Director Problem 
Sheet 

B3. Handouts 4a-4f, Instruc* 
tions for Role Players 
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H Director and Board Relationships 



F^oints for Discussion 



A. Introduction 



1, 



An active cooperative board of directors can be an Indispensable resource to a proBram 
m,mjger. This session will focus on some of the elements of an effective board Ld loZ of 



3. Under Item 6 nf the Director and Board Guidelines, you may wish to add these points: 

• Banker=Any bank oricer is helpful, but If you are planning to purchase property it 
may be especially useful to have a banl<er from the mortgage department. 

* liSicJ^'^! Sf" "'P P"^^'cularly helpful in working out problems with public 
agencies such as Uc ovn^ bu^mm. 

Other agencies to ccui,'>. • .» b.nrd representation, depending upon the needs of the house 

Hon! ^^^^ n^uniapa^ employment services, unions, churches, educational inititu. ' 

th M ?«P««'"«"t- Do hesita., to change the role play mix to 
address the problems you are facing. 

B. Role playing exercise 

I There are no discussion points for this section. 
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Session 5: 



Time Sequence of Activities 



Materials 



fcontin' " *) 



9. 



10. 



G. * iuut 5 to lelected partiglijants. 
Give ythor participarUs the Group Process 
Obsorvation Guide used in session 2D. 
Answer questions, 

All observers move to room 2 and sit in 
chairs around Inner circle. 

Inform role players that the other partlch 
pants are observers. Ask them to Introduce 
themselves as the characters they are playing, 
and begin the meeting. 

(Videutaplng starts here. Use introductions 
to check for placement of cameras and 
microphones. Be sure camerai can focus with- 
out obstruction on eacn role player as he or 
she talk^ and that each voice records 
audibly.) 

After 15 minutes, terminate the role playing 
vs^hether the plan has been completed or not. 

Ask the group process observers to report their 
observerations. 

Ask role player observers to report their 
observations. 

Ask role players to read their roles to the 
group In the order they appear on the problem 



B4, 



25 min. 



Hidden Ji^i^ndas 

1 . DisiHhiiie the Hidden Agendas Information 
Sheet, handout 7, and read the introduction 
to the group, 

2* Lead a discussion of the role play situation: 
ask participants to draw on their observations 
either of the group process or the role players 
and on repor t% by the role players of their 
intentions and feelinp. See questions opposite. 



Handout 5, Guide for 
Role Player Observers 



Handout 7, Hidden 
Agendas Information 
Sheet 
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I Director an d Board Relationships 

Points for Discussion 



B. . (Eontlnued) 



C. Hidden agendas 



2. Aim toward generalizations that answer these questions: 

a. How do hidden agendas affect the |roup? How do they affect each member? 

b. What are some indicators that hidden agendas are operating? 

c. Is the recognition of hidden agendas necessary to understand what is going on In the 
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Session 5: 



Time Sequence of Activities Materials 



15 mint Coffii break 

(During break, rewind tape and set up rnonitor m room 1 
where ill participants can see screen*) 

45 mln. iV. Videotape replay 



1 p Play through the tape once completely without 
comment^ first asking part|c!|jants to observe 
and to note the following: 

a* Examples of group process functions (task, 
maintenance) and obstructing actions. 

b. Examples of nonverbal behaviors that convey 
ffolings that role players have reported, 

2, Play tape again ^ this time stopping tape on 
signal from either you or participants to point 
out examples of either category (a or b above). 

Summary 

1 . Summarize major points. 
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Director and Board Re/aUon^hip^ 



Points for Discussion 



Coffee break 



D, Videotape replay 

If vldf o equipment is not available, lead a discussion by asking for the same examples as listed 
opposite. Less time will be required If videotape is not used. 



E* Summary 

^ 1, Touch briefly on Beven points listed on Hidden Agendas Information Sheet. 

2, Suggest that participants read remaining paragraphs at their leisure. 

3, Cite pneral implications of this exercise for director and board relatlonihips. 

Human factors are as important as organizational ones in the functioning of a board. It is ii 
tant for a director to know sach of his board members. 
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Session 6 A: 



Planning for Change 



GOALS/OB j EC 'VESi 



TIME REQUIRED: 

EQUIPMENT: 

MATERIALS: 
(Handouts and 
references arp found 
In Participant 
Workbook) 



Each participant will sufficiently refine and improvD existing planning and analysis skills to 
identtfy a specific problem or a need for change and to develop a plan for improvement in the 
area selected. 

Given the elements of an effective director and board relationship and a hypothetical situation, 
participants working In sr. ill groups will Identify an area of possible Improvement and 
develop a plan to effect a change, using the first five slepb of the planrilng process* 

V/i hours 



Handouts: I ho Planning Process (from session 4) 
Pathway Residence (from lession S) 
Board and Director Problem Sheet (from session 5) 

(Pathway residence case study will need to be adapted for others besides halfway- 
house adminiitrators.) 



PRIMARY METHODS: Small group work on task assignments, large group presentation and discussion 



MEETING 
ARRANGEMENTS: 



Dr iwing 4, Workshop setup; drawing 1 , Round table setup 
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Session 6 A: 



Time SequBnce of Activities Materials 



S min. A. Introduction 

1. Place session in conteKt of previous sassions* 



B, Group work on plani 

1 , Give directions for afternoon activities. 

a* Participants will work in standing groups. 

Set the scene: Assume that each group Is a 
team of consultants that has been invited 
by the Pathway Residence board to 
recommend changes in their way uf 
operating. The team observed the meeting 
that took place this morning and Is meeting 
now to identify the problem and formu- 
late a plan* 

c. Handouts available to assist with their B I Handouts from sessions 

deliberationi are 4 and 5 

• The Planning Process 

• pathway Residence 

• Board and Director Problem Sheet 

2. Emphasiie that the task Is to formulate a 
plan to improve the functioning of the 
board, not to solve their funding prablems. 



3, Forty-five minutes Is allotted for the task. ^ 
At the end of that time, the group will 
reconvene to hear the plans and discuss 
them. Time allowed for presentation of 
the plans Is 5 minutes. 

. ^ ( 
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Planning for Change 



Points for Olacussion 



A, Introduction 

1. Session 4 was divoted to planning as it relates to management, to discussion of a model 
planning procesi, and to practice In the critical task of writing specific objectives, 

The reading assignment reemphasized some of the planning concepts and introduced some 
of the issues that accompany change. 

Session 5 focused sptcifically on the board of directors and factors that influence its effec^ 
tlvaness. The role playing situation provided an opportunity to practice group observation 
skills and at the same time presented a situation that could benefit from some planned 
change. 

This session will provide an opportunity to apply the planning process to a hypv ^^''otical 
situation, using your knowledge and skills about boards and groups to Identify a problem 
and to formulate some approaches to solutions. 
Group vvork on plans 



Ic, The questions on The Planning Process handout will help to guide thinking. The case study 
and the problem sheet plus the obiervation of the meeting will provide the necessary data. 



Recommend that they take each planning step in order and answer as many questions as 
apply, Some steps and questions will rfiquire on!y brief consideration; others will require 
coniiderable time. 

Also remind participants of "force field analysis" described in "Planning for Change" in 
the Leadership Resources Management Series, This technique helps to analyze a situation 
and to identify possible alternatives (step 5 of the planning process). 
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Session 6 A: 



Time 



Sequence of ActMtibs 



Matsrials 



B, (continued) 

(Stay close at hand to answer questioni. You 
may wish to sit in with each group to 
observe how they apply the planning steps 
and whether any task or maintenance 
function! are present. You might use the 
. Croup Process Observation Sheet to guide 
your observation, Confine your assistance 
to clarification of the planning process and 
force field analysis. Refer participants to 
the documents for answeri to questions 
about the situation.) 

4. Ten minutes before the time Is up, announce 
the time remaining arjd remind groups to 
pick someone to present the plan, 



1 . Explain that each gi o Jp will be allotted 5 
minutes for pre^yritatfon and 5 minutes for 
discussion. 

(Reassure the pariiciV mi.'> that there afe no 
penalties for not conv^^e^inn the ta^K. The 
main purpose of the ^ictv- '^v was to provide 
experience in planning a common task,) 

2. Presentation should contain a brief deicrip» 
tion of the outcome of each step In the 
planning proceis, 

3. Discussion should focus on how the process 
was applied. Lead discussion by raising 
questions such as tHose opposite. 



30 min* 



C. Preientation of plans 
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Points for Discussion 



B. (continued) 



Planning for Change 



C, Presentation of plans 



3, Qufstions for discussion may include the follov^^ng: 

• Is tha rtCDmmanded plan eonsistint with organization goals? 
^ Was all existing infonnation considered? 

^ Have all affectad people baen Involved? 

• Does the objective meet all criteria? 

• To what extent were altarnativis considered? How many? 

• If soma alternative was salacted, is it justified In terms of the criteria? 

Generally, the mora carefully the planning process has been observed, the better the outcome, 
Also, there Is no one right answer to this situation. Having three groups woric on the same task 
increases the likelihood that most common problems will be experienced and that the groups can 
check each other on the thoroughness of their effort* 



99 



Session 6A: 



Time SBquence of Activities Materials 



C» (continuid) 

4, Have subsequent presantars focus on differ* 
ences. 

(Is there a correlation between your 
ob^rvatlon of group procais and tha quality 
of thi plan? If a group had trouble working 
together and the outcome of their effort 
Is mediocre, you might §ayi e.gj "I 
noticed that there were only a few instances 
of opinion seeking or clarifying in your 
^roup. What effect do you think that had 
on accomplishing your task?") 

D, Summary 

1 , Make a general itatement about the relation- 
>hip between faithful application of the 
planning process and quatlty of outcome^ 

2, Recall parts of planning that Harticipants 
said they had difficulty with (session 4) 
and see if they were the same in this 
exercise. 

.i; 

15 min. Coffee break 
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Planning for ChangB 



Mnts for ascusB/on 



C, (cantlnuocl) 

Sorrid illfflcultk$ thatar^llkel/ Id arlssin orioor more groiipi arc the following: 

• IriadeciuatdirifQrmatlori ptherlng ahdinalyili. 

• Cehsl deration of solutloni Wcfo the problem Is identlflod and obleetlvos aro stated. 

• Insufflcl^ffit cons^ldorationof&lioriiativei. 



Di Summary 

There are m discussion points for this sectlori* 




Coffee break 
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Ses$ion 6B: 



Plannirig for CIrQrige 



GOALS/ODjECTIVESi Each parllclpiint Mil iiifflebnllv^ fo-flnc*nJ liiiprovt^oJilsiIhgiil^iininilandM^^ 

Idyntify ii ^pcci fla problem .irtl lo dmlop .i plan foriiti|irovL»i^iorti lii ih^ itoblerti ,ir<.si 



TIME REQUIRED: 

EQUIPMENT: 

MATERIALS: 
(HandDiiti ind 
ftferf ncos are found 
ih Partklpant 
Wdrkbaok) 



l-'/j houn 

Hiincloui I , H.ill'way4lDijiL^ A^i^o^jimciu V^or l^iheoi ,i ml lHx|)ltin,it|i)ii 
(MndpuiZ^Guidi'l Ifiesrof IndlylcliialPrO'piii Pfojocis 
Htinduui 3,5tucl^ Guilde for OfgaiUlng die liiucrprht) 



miMARY METHODS: Independfrnl syofk 



MEETING 

ARRANGEMENTS: Drawing 2, dassroofn ictiip 



I 



i 
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Session 6B: 



Time SeqaencQ of AotMtles Materials 



lOmln. A* Iritroductloii 

1i Place session iri the context of previous 
UHsluni And de^driba the purpose. 



2, DIstflbutu liandttut 1 (ora revlsodlub* A2. Handout 1, Halfway^ 
stituta If the audience Is not aHclusively House Assessment 
lialfway-house administrators). Worksheet and Ex* 

planation (or lubsth 
tute;soo adaptations 
for minicourso C In 
section II of manual). 

3. Highlight the information contained In the 
explanation. 



35 min* Work on Halfway-House Assessment Worksheet 

1. Direct participants to compiete the first 
Qi|ht pages, up to '^resident rights,-* 

2. Delay questions on scoring until partlci^ 
pants are ready to do that step* 
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• 

Points for Discussion 



Planning for Change 



A. Introduetlori 

1, During the prececllng sessions, we have looked at the managcnieht roldi the plahnlrig pfoeei*, 
small gfoup process, and the □rganlz.itlon and fpnctlon of tim board of difectofi. The 
related kfiowledge and skllli are wpplkable to all aspects of program opcratloiii 

The scssldni following this will focui on siwlflc areas^ funding, budgeting, rceordkeeplng, 
staff organization, and supervl&lon. 

The flhiil activity of the thtlnlng program \ylll be the devebpni^iit and presentation of a 
plan, by each participant, directed toward rnaking some change In the halfway house he or 
she directs. 

In this session^ we will present guldelinci .inJ Instrucilons to enable partly Ipanti to assess the 
dogreo to which their enisling programs meet recomniendeditiindards. Each will Ideritlfy 
possible areas for change and will select one of those areas as the focus of his plan. 



F 3. Some, If not alU of the participants will have seen the accreditation standards by this time. 
The items or elements Included In the workiheet are almost Identical to the accreditation 
standards, but they are organUed by topic (recordkeeping, documentatkn, environment, 
evaluation) rather than by component (management, emergency care, aftercare). 

The Joint Commission on Accreditation of Hospitals was selected by Nl AAA to handle 
accreditation of alcohol treatment programi because it Is the recognised accreditation agency 
for ail health service programs. 

B, Work on Halfway^House Assessment Worksheet 

There arc no discussion points for this section* 



I 
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Session 6B: 



Time Sequence of ActMtios 



Materials 



IS iniiu 



C* Scoring 



10 mlh. 



10 min. 



1 . Stop p&rtl^lpcinis evdri though thoy ni^y 
not hav^ eflmpleted the ^Ight piigcs, 

2. Aik if anyone has iiartod scorlngi If so, 
ask him td describe th^procdis And to 
mention any difricultics« 

L Direct partlclpaiiti to score one or two 
CDmpleted categories, 

Directioni for Individual prograrti projects 

1 . DUtrlbuto -'Guiddtnos for Iridlvidual 
Program Pro)deti," 

2. Discuss the guidelines and answor 
quostions. 

Assignment 

1. Distribute handout 3. 



group loreadOfganlzlngtho Enter* 
prise and to complete the Study Guide 
for the neKt session* 



D1. Handout 2, Guidelines 
for Individual Program 
Projects 



Handout 3^ Study 
Guide for Organiajng 
the Enterprise 



Ask them to complete the Halfway-House 
Assessment Worksheeti handout 1 ; to select 
one area as a target for an action plan; and 
to submit the title to you vvlth their names 
at the next session, 
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Planning for Change 



Pofnts for Discussion 



Scoring 

There are no discussloh points for this section. 



D. Directions for Individual progriim projecti 
There aro no dlsciiislon points for this section. 



Aislgnment 



Suggest ihit participants complete the eight pages of the worksheet If they have not already 
dorie so before deciding on a planning pro|^ct, 

EmpliasIze selection of a change that is fairly limple to accompllih'-parhaps \yithln 6 
month$-and/or Is a pressing problem In their programs. 

Participants rtiay develop a plan for a change other than one Identified by the Assessment 
Worksheet, 
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SesBion 7: 



Funding Sources 



GOALS/OB) ECTIVtSi 



At tlicend ut tlic suhsIoii, p.irliclfiiinis will Ihivc an incjeascd asvatencHH .mtl uiulurstundin^ of 
the uIgiTicnU ,uiU \ssim .msncKiiotl wilh si'lectod aspects of atU'ctive alunhollbni pitigrain 
iidmlnluraliun. 

Th^y will be able lo: 

1, Iclcntily at luast une lundin^ mn^V as a [)nHsiblc nuw sugrcu qI rcvenui^ (or all alcohulisrn 
prugrai!! 

2. IdcfUily a [iusslble way ol snlvln^ ati vxiMiii.q piohjcrn wIlli ruvunuu ^oUrcu^H currently 



tlWEREOUlRED: 
EOUIPMENT: 



aViillablc. 
I '/i hours 



MATERIALS: 
(Handouts and 
ref€r§n€€i are found 
In Particjipant 
Vfofkbook) 



Klipchart I , Objective?! (preparD boluru ?iCHH[pn) 

Hantbut L Participant Pru^cnlation Appraisal Sheet (in set of resource materials for scission 
2C, haiubul 2) 

Handout 2, Ininding Snurcg!^ 

Handout 3, Funding SnurcoH exhibits A-V 

Handout 'l^ f'oundatians 

Handout 5, Othur Sources of rii ruling lor Alcoholism Services 
PRIMARY METHODS: Large group discussion 



MEETING 
ARRANGEMENTS: 



Drawing Round tahlu setup 



ft 



ERIC 



103 



109 



SesBion 7: 



Time Sequence of ActlvWes Materials 



30 mih. A, Participant proscntationi Philosophy of funding 
for halfway-houics programs 



60 min* 



Be sure that the objectives containing the 
criteria for evaluation for the presentation 
are written leylbly on a fllpchart. (From 
handout 1 for session 2C*) 

Have parlfclpanti locate Participant 
Presentation Appraisal sheet in soislon 2C. 



3. Have participants in the funding group mak^ 
presentation, keeping within the allotted 
time, including J minutes for evaluation, 
Using the appraisal sheet as a guide, have 
others record their appraisals on blank 
pieces of paper* 

4, Allow those mal<lng presentations to read 
appraisals completed by others. 

Funding sources 



A1, Fllpchart 1, Objectives 



A2, Handout 1, Participant 
Presentation Appraliai 
Sheet (from resource 
materials for session 
2C) 



Distribute Funding Sources and Exhibits 
packet^ handouts 2 and 3. 



Go through the Funding Sources outline, 
elaborating and dlscuising each pointy with 
special reference to the local situation* 

Refer to items in the exhibit packet as 
Indicated. 

Invite partfcipanti to comment if their con' 
tributions will assist other members of the 
group. Discourage personal anecdotes; 
encourpgi suggested sources of Informa- 
tion, 1^ rategies for preparing proposals or 
makirg contacts, experienced estimates 
o^ fcl ne required to prepare proposals, etc. 



Bl* Handout 2, Funding 
Sources 

Handout 3, Funding 
Sources Exhibits 
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i 

Points for Discussion 



Funding Sources 



Participant proscntatiani Philosophy of funding for haifway-house programi 

This ii the first of the participant presontitlons Introduced on day 2. Briefiy Introduco partlcl'^ 
panti and explain the sequence of events. Objectives on fllpchart should hot be visible until the 
end of the presentation, Participants can wrlto the answeri to these Items on tN back of the 
appraisal sheeti 



Funding sources 

This session depends primarily on information contained |n specially developed handouts (as 
designated) for discussion material. 
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Session 7: 



Time Sequence of Activities 



l\/fateHals 



B. (contlnuod) 



Distribute Foundatiomi handout 4> 

and rcpoat procedure as indicated above in 

items 2| 3, and 4i 

Distribute Other Sources of Funding for 
Alcoholism Services, handout 5, and 
rcpoat proeedurc as indieated above In Items 
2/3, and 4, 



B5* Handout 4, Founda* 
tions 

B6. Handout S, Other 

Sources of Funding for 
Alcohollini Services 
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Punding Souroes 



Points for DisausBion 



B, (continued) 
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Session 8: 



Selected Aspects of 
Financial Management 



GOAU/OBiECTl VES: Nrtltlpantj will attiln in increased awafencM dnd undcfSUndihg of ihc elcmeni! and Imucj 
jMOciited with s«leeted aipwij of effcclfvc alcohol progfani .idminlstrallon, Including ccHl- 
uwlngprocedurei, budget pfep*Nlion, ihdrljcil and jtaiistlc.il recordkeotilny. 

They will b« able lo Hit five new pfuccdurci to help rcdiiCe tJfOgfam costs, 
IH houM 



TIME KEOUIHED: 

EQUIPMENT; 

MATERIALS! 
(Handduti and 
referencei are found 
In Pirilclpant 
Workbook) 



l-llpeh,ift paper, felt peiu, ifl|iod, or maiking lj|)e 
Wcfercncc 1, CoitSavlng Mcauires 



PRIMARY METHODS; Ldcturd and discuiiion small group work 

Drawing 1, Round table ^ctup, drawing 4, Workshop setup 



MEETING 
ARRANGEMENTS 



I 
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S&ssian 8: 



Time Seqfuence of Activities MBterials 



5 mir. A, Introductfon 

1. Ask participants to iubmit pianning 
project topics* 

% Link session to privious leiiion on 
funding sources. 



3* Review topics to be covered. 



5 mfr. B, Cost-saving proceduras B. Three flipchart§, one 

for each group of 
participants. 

1* E?(ptain the proceSi of briinstorfning that 
participants will use in the exercisa. 



1 Ask participants to inumerati methods 
thay have used to reduce costs (§4*1 us^ of 
voluntiers^ short- ind long-term fundraisini 
Venturis, donations of services and goods, 
ete.). 

3, Divide participants into the three groups 
used previously tfiroughout the program and 
have them select a ricorder to write sugges- 
tions on flipchart^ 
40 min. 4. Hive pirticipants proceed v^ith ixercise. 

lOnnln, Coffee break : 
3Crnln. 5. Have participants put their suggestions up In 

ttii front of the room. 



I 



SelBctBd Aspects of Financia/ Management 



Points for DiscusBlon 



A* Introduction 



2* In addition to finding alternate funding sources, there are numerous vvays to oparatg on a 
stnall bydgat without saeriflcing tht basic components of a pro|ram, E^ctinsiva use of somi 
cost-saving procedures and accounting mithods will result In subitantiil savings and more 
tffectivi financial operation for many pro|ranis, 

5. This morning, we will genarate many ideas for either cutting program cost or generating 
servicis to reduce the need for monetary outlays. You hive all developed or used specific 
measiires to raduca operating costs* Throu|h group work, we will try to enumerate these 
measures and to share ideas others can use* 

Next, Nve will examine two types of systems for determining the afficiency of your pro- 
gram. One relates to how much It costs to provide services to one client over his specified 
period of stay {per diem), The other deals with determining cost per unit of service (e.g,, 
how much it costs you to provide counseling services). With this backgraund, we will go'oti 
to explore the recordkeepini requiraments needed to institute these systems* 
B» Cost^saving procedures 



L Brainstorming is one technique groups can use to (a) generata many idias in a short amount 
of time and (b) become task^riented quickly. 

In order to generata many varied ideas^ participants should think of as many ideas as possible 
and record them, suspending criticism until this phase of the process is completed. Once all 
ideas are on the table (recorded), a process of selection is initiated to eliriiinate duplications 
and unrealistic or unworkable Ideas. 
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Session ^: 



Tinn^ S&quen€Q of Actiylties Materials 



fi. (cGntinued) 

6. Select the mo^tQ^mprehensiva list and hava 
she recardar explain ^ich item listid. Other 
group memberi may ^nlargi upon spicific 

f diu If fiiadid* 

7. Aftm racordir has flrilshed, other groups 
explain itgms cn their lists not noted by tha 
prisentf n| jr^up. 

S. AUbt al I sirgg^tions have bien discussed ^ list B8. Rtference 1 ^ Cost- 
others which th^ group may not have laving measures 

9, tiave suggestions typed and distribute to 
participants 3 later session. 

C Summary 



118 



Sef&cted A$fiects ofFlnmcfal Mum^erDent 

Points for Discussion 

B, (continued) 



C, Summary 

Mention that this sasilon vy^ill becontiniifrd 
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Session 9: 



Selected Aspects of 
Financial Management (cont'd) 



GOALS/OBJECTIVES: 



TIME REQUIRED: 

EQUIPMENT: 

MATERIALS: 
(Handouts and 
rafirenees are found 
in Pirtlcipant 
Workbook) 



PpRIIVIARy METHODS: 

MEETING 
ARRANGEMENTS: 



Participants will attain an inereased awareness and understanding of the eliments and Issues 
asiociated with selected aspects of effective program administration, Including coiMaving 
procedurei, budget preparation, and fiscal and statiitical record keeping. 

They will be able to: 

1. Determine colt per resident day and cost per unit of service, given financial data on a 
hypothetical progrann 

2. List three types of records which rmuit be kept in order to determine the above coits, 
1?4 hours 

Fllpchart paper, felt pens, tripod, or masking tape 

Handout 1, Commonly Used Financial Management Terms 
Handout 2, Cost Per Resident Day, Computation Case Study 
Handout 3, Unit Cost Computation 
Handout 4, Unit Cast CornputatlDn Case Study 

Reference 1, Procedure for Calculating Allpcated Administrative Cost and Unit Cost for a 
Service 

Lecture, discussi on 

Drawini 1 * Round table setup 
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Session 9: 



Tim e Sequence of Activittes 



Materials 



5 min. A* Introduptton ^ 

1 , EKpliin tha constraints af the triining 
program und offer iuigtstioris of iourcei 
for financial managtnient axpartlit. 



2. Explain tht maining of financial 
minagemant. 



10 min 3, Commonly used financial management terms A3. Handout 1 , Commonly 

a. Distribute handout 1 . Commonly Used Used FlMncial Manage^ 
Financial Managanfient Terms (diflnitions), 

b. Read naeh item separately and answer 
qu^tloni which may arise. 
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Selected Aspects of Financial Managemeht (cont'd) 



Points for Discussion 



A« Introduction 

1* Financial managanitnt is a subject rnany paople spend years learnini. We have only a short 
time and it would be Impossfbli to address the nieds of each person's program, so we are going 
to explori only two procedurts that can help you determine the cost^ffactlveness of your 
program. We will provide you with data on hovv to compute these figures and on what 
accounting methods and records are necessary to accomplish this. If you need more Infor- 
mationi several resources are ivailible* 

Ways to acquire afinancial management system tailored to your needs Include the following: 

• Have an accountant or other person with financial management expertise on your board 
of directors, 

• Approach your major funding agent and ask for his help In settmg up an adequate finan- 
cial management system, 

• Affiliate yourself with an or|aniiatlon that can supply these services. 

• Attend training programs or schools that offer appropriate training* 

• Seek volunteer technical assistance from the business administration department of a 
nearby college or university. 

The need for setting up an adequate system cannot be overstated. Third-party payers are 
I going to assume a greater future role In providing fundi for services rendered, so you need a 

good financial management system to show them where the money Is being spent and how 
effective it was In treating clients, 

2* Financial managefnent is a process of comparing proposed expenditures over a specific time- 
franie with the actual expenditures over the same timeframe. If one of these elements Is 
not In line with the other, corrective actions are necessary. This means reducing the cost for 
a specific function or readjusting the estimated budget. Financial mana|ement is not just 
making sure you don't overspend allotted funds. It is an active process of analyzing and 
adjustlni expenditures. 

Financial management Includes three elements* 

• The task to be accomplished, 

• The time period over which the task will be accomplished. 

• The workload or workdays necessary to accomplish the task. 

These three elements provide a base for computing the dollars necesiary to perform or 
complete a function over a specified period of time (yearly^ quarterly^ monthly). If one or 
all of the functions listed are not realistic or correctly estimated, the budget will be In- 
accurate and possibly inadequate. 
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Session 9: 



Tim e Sequence of Activities Mate rials 



15 mjn. B. Calculating cost per resident day 

1. Explain cDst and the factors involved in 
calculation- Also explain how this infor^ 
mation can be used, 



Diitribute a case study using this method of B2, Handout 2^ Coit Per 

calculation and explain why It is only an Resident Day^ Compu- 

approximation. Also explain how the per-day tation Caia Study 

figures were calculated and what the "100%" 
means. 
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I Selected Aspects of Financial M anagement (cont'd) 

Pomts for Discussion 



B. Calculating cost per resident day (Inpatient care only) 

U Tha mathod offered here gives only a rough approximation; but for some agencies, this 
method is iufficient. Essentially, this calculation entails only the following: 

• Daterminini the total amount of money (costs) spent by a program over a specified 
period of time (monthly, yearly, quarterly). 

• Dividing the above sum by the actual or estimated volume of individuals treated during 
the same time period, where volume " the number of Individuals treated per unit In that 
time period x the total number of units in the time period. For example, in computing a 
daily rate or cost per resident day, the equation Isi 

Cost per resident day ^ $ spent over specified time period 

number of number oFdays 

residents each x involved in that 
day time period 

(365, 30, 90) 

Cost per resident day ^ costs 

volume 

When you have this figure, you can determine how much your residents should pay (if 
_ anything) and can seek supplementary funding sources to provide the rest. This also provides 

I data for you and the funding source to back up your need for more money. It can also 

indicate that things are not working properly if the result varies much from previouil'v 

calculated per diem. 

This case study uses the method just explained to calculate cost per resident day. As mer^ 
tioned before, this is not the most accurate way to determine per diem cost for a number of 
reasons: 



Not all administrative costs were used directly for resident services. Some money was 
probably spent on other functions, such as community education, The question whiclfi 
might be raised is *'Do I want to include all administrative costs in the cost per residenit 
day figure?'' If not, a more precise breakdown of direct, indirect, and administrative costs 
is needed. 



The figure was calculated on the basis that all beds are filled at all times, which is not the 
case in many houses. To get a more accurate representation of the cost involved, this 
figure (number of residents) should be based on the percentage of beds filled at any point 
In time (the average number filled) or the actual number of residents during that period 
of time. This will increase the per diem cost, but It presents a more accurate picture. 
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S&ssion 9: 

Time Sequence of Activities Mafer/a/s 



IS min, C. Calculating unit cost 

1, Diitrlbute handout 3, Unit Cost Computation, CI * Handout 3, Unit Cost 
while ixplainlng its rilitionihip to the pgr Computation 
diem eoit just dlicuisadp 



2. Direct participants' attention to thi report C2, FItpchart 

form. Explain that the column items used are 
taken from a case study that will be handed 
out shortly ai a computation exercise. 
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^ Selected Aspects of Financial Management (cont'd) 



Points for Discussion 



C. Calculating unit coit 

1 . The calculations just shown gave us a rough approiclmation of coit par residant day or per 
diem cost. The ntxt method is more involved, but Is a highly accurate way to calculate per 
diem cost as well as any other function your program provides. The complexity of these 
determinations will depend primarily on what information you, or the agency you report 
to, find necessary. This calculation is called "unit coit computation" and showi how much 
It costs to provide a specific service. 

2. Line I^Direct Costs. Total cost for specific direct service rendered. The number of columns 
can be enlarged to provide room for other servfcts you offer and feel are Important to deter^ 
mine. For the axamples given, the counseling total includes salaries, employee benefits, 
local travel, supplies^ and other counieling expenses and room and board Incltides salaries, 
employee benefits, food, laundry and linen, housekeeping supplies, and other room and 
board expenses. 

Line 2-Allocated Administrative Cost. Determined by multiplying overhead rate tifnes the 
direct cost for each service. This total should always equal the total admlnlstrativa cost 
when all are added together. 

Line 3-Total Cost, Direct and Indirect. Indirect here Is the same as the allocated administra- 
tive cost. This line merely represents the sum of direct costs and allocated administrative 
cost. 

I Line 4-Units, These are the criteria for determining program efficiency and effectiveness. 

These should be fairly consistent with program foals (to provide counseling, and so on) and 
are usually measures used to evaluate programs and progress. Per diem cost (cost per resi- 
dent day) or any other measures you may feel are relevant may be used. There should be a 
relationship with areas listed across columns. Particular attention should be paid to the trme^ 
frame used (day, month, week, session, year). All determinations should be made on the 

basis of the timeframe set forth In handout 3 (top of 1 38), Period to . 

Line S-Unit Cost. This is the actual figure you want arid is determined by dividing the total 
direct and indirect cost by the units used in line 4, This figure can then be used as a com- 
parison of cost effectiveness on a monthly, quarterly, or yearly baslsj or other appropriate 
period. This figure can also be used to compare the cost effectiveness of different programs 
and to determine a fee to charge your residents. (In most cases, this fee will be beyond the 
ability of the client to pay; therefore, this also tells you approximately how much supple^ 
mentary funding to acquire to operate in the black.) In other words, you can start maM>ig 
budgetary estimates. 

Line 6-Administratlve Cost. This figure represents total administrative cost The allocated 
administrative cost should euqal this figure always, because allocated costs are determined 
by use of this figure (line 7), Administrative cost includes such items as salaries, employee 
benefits, travel (local and long distance), rent, telephone, supplies, postage, business insur- 
ance, and other items used by the administrative section. 

Line 7— Overhead Rate. This Is a percentage figure determined by dividing the administrative 
cost by the total direct cost. This should be done for each cost center indicated on line 1, 
This tells you approximately how much time and effort (which translates into dollars) was 
spent by administration to ensure that these services could be carried out. 
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SBssion 9: 



Time SBquence of Activities 



Materials 



40 min. 



15 min. 



(continued) 

3^ Clarify any quiitions that may ariia and then 
distribute handout 4, Walk through each step 
on handout 4, as directed on first page of 
handout 3« This may be done on flipchart 
or blackboard^ whatever seems appropriate. 

4. You may use reference 1 to help you con^ 
duct this exercise. 



Financial recordkeeping and iccounting systems 

1, Use records from an operating halfway-house 
in your region that are simple and yet pro- 
vide all necessary information. (See opposite,) 



C3. Handout 4, Unit Cost 
Computation Case 
Study 



C4. Reference 1^ Procedure 
for Calculating Allo- 
cated Administrative 
Cost and Unit Cost for 
a Service 



\ 2* Contact a financial records supply firm that 

Can provide sample forms appropriate to the 
needs of a halfway^house, 

5 min. E, Summary 

Review major points. 

1 . Cost saving 

2. Per diem calculations 

3. Unit cost computation 



4. Importance of financial recordkeeping system. 
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, Selected Aspects o f Financial Management (cont'd) 

w ' — — — ■ — ■ 



Points for Discussion 



C. (continued) 



D. Financial recordlceeping and accounting systenis 
1 . Records must be kept on the following: 

• A breakdown of your receivable income by Its source 

• Staff time spent performing various functfoni 

• Expenditures by type of service- provided. An accurate record of disbursements Is neces- 
sary in almost any program. 

I This is not as difficult as it might leem. All you have to do is develop a system for gatherinR 

the necessary information and recording It prornptly. 



E. Summary 



1. We explored numerous methods for either reducing program cost or gaining supplementary 
income. Can anyone name five new procedures that they might apply when they return? 

2, 3. We learned two methods for computini selected aspects of program cost. These are per 

diem^ calculation and cost per unit of service. These two Items reflect similar processes but 
one (cost per unit of service) is more involved and more accurate. Essentially, both reflect 
cost for a service, divided by the volume of services rendered, or cost/volume It Is very 
important to be able to determine these figures, both for your use and for a parent or 
regulatory agency, 

4. We discussed the type of records necessary to determine costs. Can anyone name three 
which are necessary to perform these calculations? (Timesheets with a breakdown of time 
spent performing various functions, records of cash disbursements according to type of ser- 
vice, statement of operations that gives these figures plus income according to Its sources.) 
It is essential to have an adequate information base as well as adequate collection procedures 
to determine the financial effectiveness of your program. 
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Session 10: 



Organization Structure and 
Position Descriptions 



GOAU/QBJECTIVES: 



TIME REQUIRED: 

EQUIPMENT* 

MATERIALS: 
(Handouu and 
refertncas art found 
in Partfclpint 
Workbook) 



PRIMARY METHODS- 

^ MEETING 
ARRANGEMENTS^ 



Participants will ittain an incrfaied awareness and understindlng of Ihi elements ind Issuis 
associated with salicted aspgcts of afttctlve idministration, including pirionnel policies. 

Given a program discription, objeetivii, sirvleis, and i staff rosier for a hypDtheticai program 
participants working In small groupi will be able to develop a job deicrlption for one pro- 
grarn and one operations position. 

TA hours 

Flipchari papar, felt pens, tripod, or maskln| tape 

Handout 1 , Organization Task Instructions and Information 
Handout 2, Study Guide: Oifiptinf and Sharing Work 
Handout 3, Study Guide: Deviloplng Personnel 
Handout 4, Morale Index for Suptrvlsors* 
Handouts, Morale Index Report Forni 

*lf this activity is used, one copy of the Morale Index must be obtained in advance for each 
participant See section IV of this manual for purchasing inforniatbn. 

Whole group discussion, small group task 

Drawmg i , Round table setyp, in room 1 for discuision of reading assignment and presen- 
tations; drawing 4, Workshop setups in room 2 for group task work. 
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Session 10: 



Time 



SequenGe of AotlvitlGS 



MatGtlalB 



30 min. A, Revlow reiidlng aislgnmerit 



1 . Dlscusi dnswari to qu^itiohi in Study 
Guide for the article OrganUIng the 
Ehterpriie. 

2» Cover quoitlons and pointi arc listed on 
opposite pagoi 



45 min. Organiiition task 



2. Have the participants woric in small groups 
to follow the instruGtions on p, 1 » using 
the information on p. 2. 



1, 



Distrlbuti handout 1 , Organizition Tasic 
Instructions and Orginization Task 
Information. 



Bl, Handout 1, Organiza^ 
tion Task Instructions 
and Organization Task 
Information 
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Organization St ructure and Position Descriptions 

Points for Discussion 



A. Rcviasv roadlng aiilgnmen t 



1 A number of ways to divide the work of an organUaiion are listed. Which one do you think 
Is most appropriate to your program? Explain your choice. 
Points to Cover! 

In an enterprise the size of your programi where many fgn^tldhi are performed by a very 
few people^ the question of alternative organliatlon may seem a moot point, However, In 
terms of efficiency It may be mor§ Importaht to organize well In a imaller organliatlon 
because fewer people are Mpected to do more and different things. Consideration of alterna- 
tlves to the exlitlng organliatlon may surest Improvements, In answer to the question, a 
case could probably be made for both fuMtlonal (e.g,, In a ha!fway*hous#, food preparation 
and service, house maintenance, business and financial management, client services and 
external affairs public and community relations and agency liaison) and services* No answer 
Is right or wrong, but the other choices do not make much sense for the typical program, 

How Is a manager defined in this article? (See the third full paragraph in the first column on 
p, 11.) 

Points to coven 

This question Is included to highlight the distinction between the role and title* In halfway* 
houses for example, there Is a position called house manager, whole duties and responsN 
billtles are quite different from those of the director. The director Is the manager referred to 
in this context, the person who carries out the management functions discussed earlier In 
the sessions. 

How does the organizational pattern of your program help and how does it hinder program 
operation? 

What arc the implications of growth for the organisation of the enterprise? 
Points to cover: 

Growth In the program generally takes the form of adding another unit or adding a differ- 
ent component of care (outpatient, detoxification). This growth usually results In greater 
responsibility for the unit staff and increased savings (cost of director and management 
support covered by two operations and discounts for volume purchasing, and so on), 
B, Organization task 

There are no discussion points for this section, 



124 



133 



Session 10: 



Time Sequence of Activities Materials 



B, (continued) 

3. Have the group compleie the task In 1 houfi B3, Fllpcharts 
including preparation of their rocommonda* 
tlons for presentation to the other two 
groups. Each group will have IS minutes for 
its presentation. Provide fllpcharts for group 
uie« 

15 min. Coffee break 

30 mIn, Presentation of organization task results 

1 , Reconvene In a room with a conference 
arrangement. 

2, Groups take turns presenting recommenda^ 
tlons for organiaation and job descriptions, 

5 min. D, Summiry 

Review the points listed opposite^ 



S min« E. Assignment 

1 « Direct participants to read ''Delegating and 
Sharing Work and Developing Personnelj'- 
found in Leadership Resources Managiment 
Library. 

2* Distribute study guides for the above, handouts E2» Handout 2, Study 
2 and 3« Guide: Delegating and 

Sharing Work 
Handout 3, Study 
Guide: Developing 
Personnel 
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Organization Structure and Position Desorlptions 



Points for Discussion 



(continuod) 



C* Presentation of organization task results 

There are no discussion points for this section* 



D. Summary 

• There is no one way to organiie an enterprise. 

• Organization should change with tlie changing needs of the enterprise, 

k • Staff members should participate In development of organisational structure and job descrip- 
tions, They are subject-matter experts on what they do, to whom they relate, and how, 

• Organization and job descriptions should be consistent with the program goals and services. 

E. Assignment 

There are no discussion points for this section, 
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Session 10: 



Time Sequence of Activities Mafer/a/a 



IS mln» F. Morile Index for supervisors This exercise may be om- 

mitted If you do not wish 
to order the Morale Index 

1 . Review purpose of exercise: 

a. The next session on personnel Issues will 
include issues relating to staff supervision 
and evaluation of Job performance, 

b. In preparation for that session, it might be 
useful to get some Indications of the existing 
level of job satisfaction in your program. 

c. To that end; we have a Morale Index^ which 
will do the following: 

(1) Tell you something about how you 
feel about your job. 

(2) Highlight some of the areas that con^ 
tribute to job satisfaction or dissatlsfac^ 
tion. 

2. Distribute handout 4. Handout 5 is located In F2. Handout 4, Morale 
the worlcbook. Index for Supervisors 

Handout 5^ Morale 
Index Report Form 

3. Instruct participants to read handout 4 and to 
follow the directions with two exceptions: 

a. Omit items 8, 13, 18, and 23; these do not 
apply, 

b. Record totals on the report form and hand 
it in without their names. 

4. Ask if there are any questions. 

5. Participants may leave when they have com- 
pleted the report form. 
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Organization Structure and Position De$cr/pt/on$ 



Points for Discussion 



F, Morale Index for supervisors 

There are no (llscussion points for this section. 
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Session 11: Personnel Evaluation and Supervision 



GOALS/OBJECTIVES! 



TIME REQUIRED: 

EQUIPMENT: 

MATERIALS: 
(Handouts and 
reft ff nces ire found 
In Participant 
Workbook) 



PartlelpanU will attain an Inarcaicd avyafon*!! and undofstiinding of the diemonts and Usuei 
aMoelatyd with selected aspects of effective halfway^houia admlnlitfation» Including pdrionnel 

Participants will each write a speclflCi mcaiuraole, timo-phased ob|cetlvc that could serve as a 
basis for irvaluatlng an employee -s performance 

Participants will be able to define management by ob)Gettvas as a process by which a supervisor 
and an employee negotiate Individual objeetlves and use those ob|ectivei for periodic per- 
formance appraisal* 

2H hours 

Fllpchart papori felt pens, tripod, or maiking tape 

Handout 1, Personal Review Form 

Handout 2, Performance Planning and Evaluation 

Handout 3j Management by Objactlvos 



PRIMARY METHODS^ Whole group discussion 



I MEETING 

■ ARRANGEMENTS^ 



Drawing 1, Round table setup 
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sion 11: 



Sequence of Activities 



A, Morule Index report 



4. 



Ask participants to turn to the Moralu IncJux 
and to revlesv the items and their responius» 
Ask for any comments piirticlpanti may 
have about the questionniilre, 
Display the tabulated results of the scores 
turned In by participants at the end of the 
preyious session. (Prepare ahead of time on 
flipchart*) 

a. For each category (organlzatlonj 
superior)^ show the range (highest and 
lowest) and the average. 

b. Show a group profile on the chart by 
plotting the average row total for each 
category. 

Ask participants to note any relationships 
or incongruities and to specuiate on possible 
cauieSi 



l[^aterials 



This exercise may bo 
omlited If you do not wish 
to order the Morale Index* 



A3, Fllpchart 



B, Delegating and sharing work 

1* Pose questions on the reading assignment, as 
listed on the study guide, and lead a discus- 
sion based on participants' responies, 

2. What conclusions can be drawn about the 
way they feel about authority and responsi- 
bility delegated to them and the way staff 
members might feel? 

Coffee break 

C. Personnel evaluation 



1 . Distribute and discuss the Personal Review 
Form and Performance Planning and Evalua- 
tion, handouts 1 and 2, 

2. The Personal Review Form is for the staff 
member to complete and share if he or she 
wishes. 



CI, Handout 1, Personal 
Review Form 

CI. Handout 2, Perform* 
ance Planning and 
Evaluation 
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Personnel Bmluation and SupeMBfon 

Points for Discussion 



A. Morale Index report 



1, The purpose of the exercise h to provide an opportunily for participants to focus on their 
feelings about their jobs and the people with whom they work. 



4. Is there a difference between the way the group feeli about the organization and superiors 
as opposed to their employees? 

How do scores on employees and supervision compare? If employees are scored low and 
supervision high, what might that indicate? Is that a workable relationship? 
Delegating and sharing work 



2. Generally, staff will respond in a similar fashion to directors* Ask participants to recall hov^ 
they have felt or behaved in negative and positive situations with their superiors/Also have 
them recall examples of behavior of staff people they have supervised. Delegation as it 
relates to leadership styles will be discussed further in the session on Information and 
decisionmakings 

Coffee break 

C Personnel evaluation 

1, These forms are su|gested as a systematic way to delegate authority and responsibility, to 
evaluate performance, and to guide staff development* 

2, The self-appraisal helps the staff member to prepare for the evaluation seislon ahead of time. 
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Session 11: 



Time Sequence of AGtMtles Materials 



(continued) 



The Performance Planning and Evaluation 
form Is for both the supervisor and the staff 
member, 

a. The spaces on the front are for identification 
purpoies, 

b* The Icfthand side of the Inner double page is 
prepared by both the diractor and the itaff 
member^ 

c, The first column requests key words to 
deicriba major duties, 

d. The second column requires a specific, 
measurable, time*phased performance 
objective related to that responsibility* 
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e. The third column on the iefthand side pro- 
vides a space to indicate the relative 
priority of each objective to use ai a basis 
for making choices should conflicts 
arise. 

f\ At the bottoni of the Iefthand page is 
space to record any changes made in the 
original plan as a result of changes in 
circumstances. Additional space is pro^ 
vided to record other activities that might 
be performed but that will not necessarily 
be Included in the evaluation. 

g. The righthand side of the double page con- 
tains space for recording the results 
accomplfshed during the evaluation period 
and the level of achievement. 
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I Personne/ Evaluation and Supervision 



Points for Discussion 



C. (continued) 

3. Both forms are offered as models to be adapted to suit the needs of each particular situation* 
A new copy of each form h required for each review period* Every 6 months Is a minimum 
frequency for letting goals. Interim meetings should be held to check progress and to 
make adjustmenti as needed, 

a. The data requested may be more detailed than would be necessary for halfway-house 
purposei. 



c. Examples of key words are individual counseling^ conducting group sessions, preparing 
and serving meals^ mamtaining house in good repair^ and maintaining financial records* 

d. This statement might cover an aspect of job performance that the staff person is trying 
to improve, a new project being put Into operation, or a special assignment requested by 
the supervisor. For example^ in a halfway-house^ '^IVIeals will be served within 10 minutei 
of scheduled time, barring unforeseen circumstances, at least 90 percent of the time* 
No exceptions will be permitted on evenings when group meetings are scheduled to begin 
at 7:30/* or ■■Counselor will meet informally with every client on an individual basis at 
least once each week, outside of regularly scheduled hours, to talk about unspecified 
topics/' 

These statements should be based on a discussion of performance over the preceding 
evaluation period and should imply that support from the supervisor in terms of revised 
procedures, necessary equipment, or su|geited new approaches will be provided. Both the 
supervisor and the staff person should also set dates for completion of intermediate tasks 
and for meetings to review progress and to make necessary adjustmenti. 



g. Point out the various areas on the righthand page. Emphasize that the overall rating is 
derived from the information recorded above. 



) 
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Session 11: 

Time Sequence of Activities 



J 



C, (continued) 



h. The final page, headed -'Counseling Sum- 
mary/^ is self^xplanatory. 



i. The "Employee Development Plan" assists 
the supervisor to meet the responiiblllty 
for staff davelopment* 

0. Management by objectives 
10 min, 1, Distribute handout 3, D1. Handout 3, Manage- 

ment by Objectives 

2. Review major points on the handout. 



10 mln, 3, Instruct participants to v^ork in pairs. Using 

the case study data and Job description 
developed In the previous session^ they will 
write a statement to be used as a basis for 
evaluating performance on the first line of 
the Performance Planning and Evaluation 
form. 

10 rnin. 4, Ask two or three pairs to share their objec- 

tives for review and discussion by the entire 
group. 

30 inin. E. Participant presentation: Use of volunteers 

See the procedure outlined In session 7. Materials 
in handout 2 of session 2C are used for the 
presentations. 



144 

134 



Personne/ Evaluation and Supervision 



Points for DiBcusslon 



C, (continued) 

h, The major purpose of this whole form is to provide an objective basis on which both 
iupervisor and staff member can appraise the staff mamber's performance. A form of 
this type encourages a syitamatlc procedure for perforfnarico evaluation and provides a 
permanent employment record consistent for all staff. 

1. Plans for task assignments and continuing education consistent with the staff member's 
needs and interests can be recorded on this separate page. This may be shared or not with 
the staff member at the supervisor's discretion. 

D. Management by objectives 

1. This process summarizes the procedure recorded on the evaluation form just discussed, 

2. Under basic concepts, -'define program objectives'* refers to the overall halfway-house 
objectives for the year and/or the yearly objectives for a particular program segment such as 
counseling, recreation, employment, or house Improvement. The Individual objectives refer 
to the pirticular aspects of that program for which an Individual staff member Is responsible. 
In some cases, a single staff member will be totally responsible for a program. In other 
cases, the whole staff will be cooperating to achieve a program objective, with specific tasks 

I assigned to eaeh one. 

The objectives negotiated under Item 1 of Procedure are the statements that are written on 
the left inner page of the Performance Planning and Evaluation form. 

3. The statement must contain all of the elements of an acceptable objective: 

Task " specific 

Indicator of accomplishment ^ measurable 
Date of completion ^ time phased 



E, Participant presentation: Use of volunteers 
There are no discussion points for this section. 
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Session 12: Appraisal Interview and Staff Development 



GOALS/OBJECTIVES! Participants will attain an Increased awarenuis and undyrilandlng of ihe elemanti »irid Issues 
aHoclaicd with seleeted aspects of effoctlvg halfway»house administration, Including pcTOnnel 



TIME REQUIRED^ 
EQUIPMENT: 



MATERIALS: 
(Hindouts and 
references ire found 
In Partteipant 
Workboak) 



Given a dpicrlption of ihrco types of appraisal lni5rv|dW|, parltcipanti will by dblo id c;orrcctly 
Identify a dramatUation of aach. 

3 hours 

Videotape equipment 
camera 

recorder/playback 

monitor 

microphone 

Hipchart paperi folt pens, tripod, or masking tape 

Handout 1, Porformance Review Guidelines 
Handout 2, The Managornent of Human Resources 



PRIMARY METHODSi Roleplaying, whole group discussion 
Drawing 1 ^ Round table setup 



MEETING 
ARRANGEMENTS 
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Session 12: 



Time Sequence of ActMtiQB Materials 



A. Pirtlclpant preitntition: Appraisal 
inttrviewi 

1 , Sae the general procedure as outlined in 
seislon 7t Miterlals in handout 2 of 
session 2C are used for the presentations. 

lOmin, 2, Participants making the presentation describe A2, FHpchart 

the three types of Interviews by name and 
characteristics. This may be done orally^ 
with major points on a handout distributed 
to participantSi or on a flipchart. 

30 min* 3, Then each Interview is acted out In turn and 

recorded on videotape^ with no comment in 
between « 

60 min. 4, Ask participints to Indicate the type of 

Interview presented first and to state the 
reasons for the choice, 

5. Play the taped Interview^ stopping the tape 
and/or replaying the portions that Illustrate 
significant characteristics, 

6, Repeat for each Interview with discussion 
from the presenters and participants. 

15 min. Coffee break 

Staff development 

30 min. 1 . Discuss reading assignment, Developing 

Personnel, using the questions in the study 
guide, 

2. Cover the points listed opposite. 
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Appraisal Interview and Staff Development 



Points tor Discussion 



A. Pirticipant prtsentatloni Appraisal interview 



6, Prtsentars should commt nt particularly on the way both felt during each mUrwhw, whether 
thty think they accomplished the purpose, and what behavior they axpectad from the staff 



member as a reiuit 
Coffee break 
B, Staff development 



Consider the questions on p. 2 of the irticli. All of the inswers are contained In the article 
Ask participants to comment on any that they had difficulty translating into halfway-houie 
terms. ' 

Size is not a consideration for tlie halfway-house in determining the value of staff develop- 
ment. Ask for some of the considerations that are peculiar to the halfway-house. 
Points to consider: 

Even if the size of a program remains constant, developments in accreditation and certlfi- 
cation are emphasizing the need for accountability, continuity, maturity, and leaderihip 
Also, the growth of knowledge in the field requires continuing education to keep abreast 
and to maintain the quality of care. 

Ask what factors in your pro|ram's operation may pose some difficulties In ImplementlnH 
systematic staff development (I.e., small staff, small budget). 
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Session 12: 



Time Sequence of Activities 



Materials 



B, (cQntinuid) 

IS min* 3, Brainstorm with the group wayi that staff 

devaiopmant might ba jmpltmantad In the 
halfway4iousa in viaw of the diffieultias 
alrtady dlscuiSid. Record su^astions on i 
flipchart. 

15 min. Ravjaw of ptrsonna! Issues 

1, Distribute handouts 1 and 2 and review 



Parformanee Review Guidelings sum- 
marizes tha points neeessary to use the 
"managemerit by objectives" approach dis- 
cussed in the prevfoui session and the 
"problem^iolving" interview damonstratad 
at the beginning of this session. 

. Managamant of Human Resources is a 
discussion of all the factors to be considarad 
in a complete personnel program for staff 
members. 



B3* Flipchart 



CI a. Handout 1, Perform- 
ance Review Guidalines 



CI b. i^andout 2, Manage- 
ment of Human 
Resources 
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Ir ■ — 

;i f Points for Discussion 



Appraisal Interview and Staff Development 



B, (continuad) 



C Review of personnel isiues 



lb. Not all recommendations are appropriate for avery organization^ but they do provide a 
standard toward which to work. 
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^Bsslpn 13: Infom^^ Gathering and Decisionmaking 



GOALS/OBJECTIVES^ 



TIME REQUIRED: 

EQUIPMENT- 

MATERIALS: 
(Handouts and 
rtiftreiicei art found 
In Partieipant 
Workbook) 



PRIMARY METHODS- 
MEETING 
ARRANGEMENTS: 



Participants wIM attain an increased awareness of the importance of the ability to make 
appropriate decisions and the necessity of using adequate information gathermg procedures on 
which to base decisions. 

Participants will bv able to^ 
* 1 , Name and describe three major leadership styles 

2. Name two basic kinds of information needed to run a halfway=house program and one 
specific source for each kind of information 

3. Name three ingredients of effective decisionmaking by a halfway-house director. 
3 hours 

Flipchart paper, felt pens, tripod, or masking tape 

Handout 1, Kidney Machine Group Decisionmaking Exercise 
Handout 2, Kidney Machine Psychological Reports Sheet 
Handout 3, Improving the Decisionmaking Process 
Handout 4, Useful Guidelines for Decisionmaktni 
Reference 1, Leadership Styles 
Reference 2, Forces that Affect Leadership Style 
Lecture, discussion^ small group work 

Drawing 1, Round table setup in one room, drawmi 4, Workshop setup In second room 



Session 13: 



Time Sequence of Activities l\/laterials 



lOmin. A. Introduction 

1 , Place lasiion in context of previous seisions. 



2, Review the day's activities. 



45 min, B, Value of information and information gathering 
procedures 

1 , Start with a discussion of how we are Bl . Flipcharts 
diluged with vast amounts of Information 

and of each parson's information filtering 
system. 

Try to determlns and to reveal to participants 
their conscious and unconscious ways of 
. gathering information and the reasons they 
gather it* Record Ideas on fllpchart paper 
throughout for review at end of this 
discussion. 

2. Begin to focus discussion &n relevant Issues, 
using the following questtons: 

a. When a prospective client enters your 
housai what type of information do you 
collect? Why? What do you use this 
information for? What could you use It 
for? 

b. We all work in communities. Do you gather 
information on your community? Why? 

c. If you were going to try to start another 
program in a different community, what 
information would you look for? Why? 
How would you use this information? 
What sources would you use? 



1S4 



Information Qathering and Decisionmaking 



Points for Discussion 



A. Introduction 

1. Previous sessions have dealt with topics such as managing a changini orpnization, planning, 
board and director relationships, and financial and personnel issues. There are two elements 
critical to all of these areas: adequate and relevant information collection, and active, 
ongoing decisionmaking. Today we will explore these issues, which are vital to program 
survival. 

2. This morning we will discuss information gathering processes and explore some of the 
reasons information gathering is critical. 

We will tnen move into the area of decisionmaking and the relevance of adequate informa- 
tion to decisionmaking. During this time, we will participate in an exercise to illustrate some 
of the major points. 

The way in which we make decisions often indicates the type of leadership style we prefer. 
We will also explore this Issue and the implications it has for your role as a halfway-house 
director. 

B. Value of information and information gathering procedures 

1 . We as individuals are constantly deluged with vast quantities of information. Some is stored 

for later use, but the majority is filtered out and discarded. This enables us to proceed with 
our functions without what we call "information overload." We all have a system for gather- 
ing, filtering, and storing information we consider relevant. Some of this is-done consciously, 
but in most instances it Is an unconscious reaction to the amount of information we receive. 



2a. When client information is gathered at intake. It is primarily to ensure a match between the 
resources of the program and client needs. Such information can htip you determine what 
changes are necessary to meet the nesds of the majority of the clients In your community. 

b. Programs should always assess the needs of the communities they serve, whether they are 
established programs or just beginning. If you are meeting the needs of your communities, 
their commitment and support are better assured. ' 

c. An important consideration when starting a new program is that communities have anxieties 
about changing the status of their neighborhoods by opening such a program. You will want 
to determine the specific reasons for their anxieties and to develop plans to help alleviate 
these anxieties. 
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Session 13: 



Time 



Sequence of Activities 



l\/laterlals 



B, (continued) 



3a* Baiid on the points written on the flipchart, 
have particlpanti give loma general reaions 
why they gather information. 



b. Give participants some ideas about infor- 
matton lources which may be available 
to them. 



1 , Explain differences which occur when suffi- 
cient information on which to base a 
decision is available and when it Is not. 



2* Explain the goals of the exerciie: ^ 

a. To explore choices Involving values 

b. To study problem-solving procedures In 
groups 

c. To examine the Impact of individuals' 
values and attitudei on group decision- 
making. 



15 mln. 
1 hr. 



C, Kidney machine group decisionmaking exercise 



Coffee break 
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Information Gathering and Decisionmaking 



IPoints for Discussion 



,B. (continued) 

3a» Some reasons for pthering information art the following. 

• To gather information that is absolutely neceisary for a goal or purposi you have in mind 

• To reduce variables to that a plan of action can be accomplished 

• To develop plans and so make realistic decisions (to make best possible judgmenti) 

• To determine future requirementi for changes 

• To identify allies and a constituency 

• To meet the needs of cliantSj the community, and the program. 

b* Many resources for gathering information are available, but you have to know what infor- 
mation you want and how you can best use it. Your Intent must be made clear to the out-^ 
side r^ources you use. Some follow: 

• College students, professors, and univerilties may have data basei concerning the local 
community. They can canvass and survey the area to gather necessary Information, they 
can compile and analyze inhousa information to determine trends, They can develop 
research projects to help determine needs and focus. 

• Local planning departments often have good information on the surrounding community, 
^ population, and services available. 

^ • Census departments. 

d Social welfare and family planning groups. 

Coffee break 

C. Kidney machine group decisionmaking exercise 

1. Ganerally, when we have a problem or indicator of a problem, or a goal or task to be acom- 
plished, we try to generate as much relevant Information is possible to make realistic 
decisions. If many or ail the facts are available^ this is a relatively easy procesi. But what 
happens if there is a lack of specific factual information on which to base decisions? 

The following exercise will help to provide some of the answers to this queition as it occurs 
in a group setting and will also help to raise additional questions. 



l4b 157 



ERiC 



'i 
m 



SesBion 13: 

Time Sequence of Activities 



Materials 



C. (aontinued) 



The facilitator forms threa smill groups 
and distributii copies of the Kidney Machine 
Deicription Sheet and the Kidney Machine 
Biographical Shtat to the pirticipints and 
allows them a short tlmi to read through the 
materials. To heighten the realism of the 
taski the facilitator may mention that there 
really is a Swidish Hospital in Seattle with 
a kidney machine, and that there really are 
groups of peopli at that hospital who 
meet to screen candidates for the machine. 

Distribute Kidney Machine Psychological 
Reports Sheet after participanti have 
worked on the probjem for 15 minutes. 

The groups are given approximately 30 minutes 
to arrive at a §olytion« The facilitator may 
ask them to specify the criteria they followed 
in reaching their solution^ 

When the time Is up^ the facilitator instructs 
the groups to avaluate their work in terms of 
the following: 

a. Who their choice was and why. 

b. Whether their task would have been easier 
had they had more information about each 
candidate. 

c. What effect(s) the psychological data had on 
their decision, 

dp To what extent they were motivated to 
amid making a decision, perhaps by picking 
a candidate through flipping a coin, 
drawing straws, or otherwise leaving the 
matter to chance^ 

e* To what extent the groups favored novel or 
unusual solutions^ such as proposing that 
all candidates be attached to the machine for 
one-fifth of the time, or proposing that all 
candidates be allowed to die. 



C3. 



Handout 1, First two 
sheets of Kidney 
Machine Group 
Decisionmaking 
Exercise 



C4. 



Handout 2^ 
Machine Psychological 
Reports Sheet 
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^- ■■ Information Gathering a nd DecisionmQidng 

WPoints for Discussion 



C. (continued) 
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Session 13: 



4 



Titne 



Sequence of Activities 



Materietls 



C* (cQntinutd) 

f. To what extent they tried to **objectify- ' an 
issentialiy iubjictiva judgment by working 
out "formulas" or "point systems" for 
rating the candidates numerically, and 
whether this was iffactivi, 

7. The facilitator may wish to point out that 
thi candidatgi ara actually stereotypes of 
certain groups of paople (e.g,, the hard- 
working scientist; the career womanj the 
student radical Hm may then ask partici^ 
pants to evaluate the decision they would 
have made with different stereotypes (e.g«^ if 
Bill were a black militant). 

8. Discuss the dichotomy between decisions 
based upon valid information and decisions 
based upon a subjective concept of truth. 



25 itiin. [>« Analyzing and improving the decisionmaking 
process 



1 . Pass out handout 3 and lead dticussion of 
the decisionmaking process. 



D1. Handouts, Improving 
the Dacisionmaking 
Process 



Consider the decisionmaking proaess in 
terms of every individual in the organiza- 
tion. 



2, Explain how leadership style influences 
decisionmaking style, using reference T 
lilustratlons may be written on flipchart. 



D2. Reference 1, Leader- 
ship Styles 



3, Identify forces which affect leadership 
style, using reference 2. 

Ask participants to name circumstances in 
which various leadership styles are 
appropriate. 



D3* Reference 2, Forces 
that Affect Leadership 
Style 
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Information Gathenng and Decisionmaking 



?^/>7te for Discussion 



C. (continued) 



8, In all dacisions, whathar tnough factual information Is available or not, our vaiuiS and par- 
captlons influanca the diciiions wa make. Given tht same information, differant paople 
arriva at divarsa soiutions or decisions. Tha primary reason for this is tha diffaring parsonal 
vlawpointi wa bring to a given situation, 

jl Most of tha decisions wa make are based on the truth of the situation as wa saa it. The 

problam is that different paople have different "truths/* which do not always agree. There 
is an aquation which brings some of these factors to light: 

Truth ^ man + error 

In a practical sansa^ information gatharing is truth-seeking; it provides a basis to detarmina 
whether our aisuniptions are correct and a way to define our truths. 

Wa need to axamina our present "truths," search out Information by which to evaluate 
tham, and make revisions as the facts indicate. We have to be information specialists In order 
to arriva at the truths or the decisions upon which effectiva functioning is based* 

D. Analyzing and improving the decisionmaking process 

1. Dacisionmaking is the process by which Individuals or groups, using tha Information avail- 
able to tham, attempt to adjust their ideas and actions to a variety of personal and situa- 
tional factors, Thasa factors may involve personal or orpniiatlorial is 

Consciously or unconsciously, a decision usually answers three basic questions: (1 ) Why is a 
decision nacassary? (2) What do! intend to accomplish when I makeadaclsion?and (3) How 
will I go about Implamenting It? 

2, You as tha director are rasponslble for the primary decisions that affect the operation of tha 
program, but the Implementation of your decisions is affected by deciilons and actions 
made by your staff members. It is vary important to realize that tha decisions of even the 
miintenance man at times affect your decisions. The deciiions and actions of your staff 
taken together datermlna the nature of your program and the services it provides. 
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Session 13: 



Time Sequence of Activities Mafir/a/s 



20mm« 1. Stiff daciiionmiklng 

1 . Explort the isiue of delegation of 
rtsponilbflity. 



4 



2* Pass out handout 4 and review guide- E2* Handout 4, Usaful 

lines with the group, Guidelmasfor 

Deciiionmiklng 

10 min. Summary 

Cover the following major points In your 
summary: 

1 . Value of informition 



2. Relationihip betwien information and 
dtciiionmaking 

3. Analyzing and Improving the decision^ 
making process 
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^formation Qathering and Decisionmaking 



Points for DfMussfon 



Staff decjsl&noiiklhg 

1 * On ih^ graph of leadership styles, m eneouiHer the word dclegatlori* We ^11 muim that 
delegat ion li a primt functlori of a dlractof. The queitldn Is, dokgatlon of what? Many of 
ui wouldsay the delegation of respofislblllty, but what U delegation of responsibility ^Itheut 
a doncoitiliint dalegatlon of authority to net and to make declsloni necessary to fulfill that 
responsibility? 

Many cf Iractori may fael that their staff Is not ready to aisumi authority to make Importght 
declslonii If this Is the case, li It the direetor'i reipohslblllty to prepare the staff to make 
declslonif As mentioned before^ staff menfiberi are eonstantly making decisions. Staff 
tralnlns In this area may be to the direetor's advantage. 

Effective deiegation can be accomplished ^hh these eondltlons: 

• The stiff has a clear undefitanding of pfo|ram goals artd needSi 

• It has an appreciation of the ways in which the program functions. 

• It sees the program In rolationship to other organUations, 

• Each staff member has sufficient mastery of the tool^ of the trade so that others have 
confi^lcnci In him/her and he/she has self-confldencei 

• Each staff member has a feeling of responilbillty for what takes place and to all those 
I lnyol%od-staff and clients. 

Once th e necessary training In these areas has occurred, the staff will be In a better position 
to accept rosponsibillty and the authority that goes along with It. This will free you to make 
the mosi far-reaching 20 percent of the decisions and actions upon which programjurvival 
depends Jncluding planning, Vou will have a pfo|ram that Is able to function In your absence, 



F# Summary 



1 • Adequate and relevant information is essential to making good decisions. Its importance 
cannot be overemphasized, whether for planning, miking action decisions, or examining 
gumptions we have always believed to be fact, \Ve must remember not to gather informa- 
tion for Jtsown sake but to have a purpose or use for it and to try to determine the type 
of data neaded. Informatlcn Is one of the best tools we have available to us* We have to 
become Information specialists and to learn hciw to |athir,shari,and use it to our advantage. 



3, Decisions are never made In a total vacuum. There are many forces that influence the deci- 
sions we make, such as our values and perceptlonsj the people or groups with whom we 
work, arid the situations surrounding the decisions to be made. We have to realiie that 
decisions emanate from eyeryone and Influence the nature of our programs and the services 
the programs provide. This knowledge can be molded to constructive purposes or can hinder 
effictive opiration* 
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S$$slon 13: ^ 

7fm& $9(^u6noB of AGiMtlos Materials 

Pi (continued) 

4, Delegating authority and responiibillty 
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I Information Qatherlng and Deolsion making 

Points tor DisousBlon 



Fi (ccntinued) 

4. Morg the Mine Unci, w§ have to leirn to delegdtc both authority and responsibility arid to 
li<lp stjff members to grow and mature, This helps satlify their needs and will eyentually 
mrk to satisfv the organltatlon's needs, It will al$& free the director to do the planning 
necesMry to assure a dynamic organliatlon that cari make the changes necessary to survive. 
Improving the decisionmaking skills of the staff Is of utmost iniportance. 
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S&sslon 14: 



Work on Individual Plans and 
Participant Pre$entatfon 



GOKlSIOBi ECTI VES: Partlelpinti will sufflcNn tly re fine and Improve a^dstlng planning and anilysis skllli to Idantify 
a spidlfle problanii cr anssd for ehing^, ind will dcvolop a plan for meeting tho probl^rn or 
nted. 

Using Information and materials from previous ieisbnif participants will b€ abia todoyelop a 
plan to aliivlatiaielietedproblgm.Tho plan should speoify goalie neodij and objectives and 
ihould glvii at least two poiilble actions for sdutlon of the problem. 



TIlME REQUIRED: 

(Nindauts ind 
rtf ir^nces art found 
In Fiftlclpant 



2^3/4 houri 

Handout 1^ The Planning Procesi (from session 4) 
Handout 2, Planning and Presentation Critique Form 



PRMARV METHODS: Individual work 



MEEtING 
ARRANGEMENTS: 



Drawing 2p ClaiiroofTi setup 
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SBsslon 14: 



Time Sequence of Activities 



MatGrials 



4s mln, A, Participant presf ntatlons 

1 , For th# presentation on Idtas for Followup 
Prograrns^ ui€ the procedure as outllnod In 
sosiion 7 and the matarlali outllmd in 

2hr§, B, Description of task 

1 . Review the Halfway'^Housc Assessment 
Worksheet and material learned during the 
training programi 



2, Discuis the task to be accompliihad. B2* Handout 1 , The 
(Refer partlcipanti to sesiion 4^ steps in Planning Process 
The Planning Process; have extra copies,) 

3. Distribute and explain the use of the B3, Handout 2, Planning 
Planning and Presentation Critique Form, and Presentation Cri- 
tique Form 



4, Have the group begin the tasl< with each 
person working Individually. 

After the task Is Qompleted, gather all 
presentations and have them duplicated for 
the facilitator's review during the evening. 
These can be returned either before 
partlcipanti leave or first thing the next 
morning. 
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^ Work on Individual Plans and. Participant Presentation 

Points for Discussion 



A» Participant prosentations 

There are no discussion points for this section. 



B« Description of tasl< 

1. During the course of the program^ we have triod to impart content information and siclili to 
haip you in your functions as a manager* Tliase have inciuded information about boards of 
directors^ funding sources^ budget preparatiorii personnei issues, and group process and 
planning slcills. 

Much of this information has been given in hypotheticai form, We now are giving you time 
to apply this information to a problem you liave selected related to the operation of your 
haifway house. 

The Haifway-Houie Asiessment Workshctt was the primary tool used for seiection of your 
program area* You have had time to determine a specific problem, and you will now have 
time to worl< on it without interruption, 

2* Today we hope you will be able to complete the first phase of this taik; developing a plan 
centering on a problem relevant to your needs, Usi the steps of the planning process as 
explained in session 4 to guidt your thinking, 

3. The Planning and Presentation Critique Forfn is being distributed for your use in developing 
your plan* It is necessary only to complete the first five numbirad items. These are the 
items on which you will be reviewed and critiqued by your petrs in a later session. The 
numbers represent the rating that will be given with "1 " repreienting a low score in the 
particular area and **5" representing the highest score. 

4, Using the handouts^ start developing a plan aimed at dealing with your identified problem. 



Joe 
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Session 15: 



Presentation of Individual 
Plans: Associations 



GOALS/OBJECTIVES! 



TIME REQUIRED: 

EOUIPMENT^ 

MATERIALSi 
(Handouts and 
raferenets aro found 
In Pirtielpant 
Workbaok) 



Participants will sufficiently refl no and Improve existing planning and analyiUsklllslo Identify 
a ip^cjfls problem^ or a need forahangej and develop a plan for meeting tha probloni or need. 

Particlpinti will bo able to use the Planning and Presentation CrIlUjuo Fom and th€ Score 
Sheet to review the plans of each individual member of their group and rate the elomonti of 
theplaniona icale ©f "1'Mo "5,'* 

3 hours 

Plipchart paper, felt penii tripodj or masking tape 

HandDUt 1, Planning and Presentiitlon Score Sheet 
(DuplicatQ sufflclont copies for participants,) 



PRIMARY METHODS: Srnall group work, individual presentations, discussion 



MEETING 
ARRANGEMENTS! 



Drav^tng 5, Theater setup 



ERIC 
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Session 15: 

Time Sequence of Activities 



Materials 



I 



30 min, A. Participant nresenUitlons 

For prusyntiitlons on associations^ follow the 
procedure as outllhccl In scislan 7 and matcrlali 
In scisbn 2C, 

5mln. B, Intrgduction 

Relate work to previous sessioh unci explain the 
overall procedure, 



1 H? hrs. C» Small group review and critique 

1 , Divide partlclpanti Into groups used 
throughout training program* 

2, Distribute to each particfpant enough score 
sheets to critique the plan of every pirson 
In the group, 

3, Have participants exchange plans and start 
to critique themt 

4, After all plans have been critiqued in the 
small groups by each persoRi total the 
ratings and determine the individual plan 
which seems to be the best in the group. The 
author will have 1 S minutes during coffee 
breaic to plan the prasantatfon to the entire 
group. 

5 min. Coffee br^ak 

5 min* D. Large group review and critique 



The first group's presenter goes to front of 
room and presents the plan. The facilitator 
has the person's plan In hand and can assist 
as appropriate, 

After the presentation, the facilitator and 
the group offer their comments on the plan's 
strong and weak points. Emphasize the 
process usedj not necessarfly dwelling on 
content (Le,, was it a specific objective, 
clear, realistic, measurable?). 



C2* Handout 1, Planning 
and Presentation Score 
Sheets 



Flipcharts or other 
equipment participants 
feel is necessary. 



i 
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j PrBsentation of Individual Plana: As&oolations 

PointB for Discussion 



A* Partklpant presofitatldns 

There ura no dlscusiloh points for this section* 



B. introductton 

you worked on your iiidlvldudl plans, TodAy wo iro going to review dnd critlquo thoss 
planii offering luggistions for improvement and pointing out aroas of itrongth. 

First m art going to critique the plans in small groups, Whin this Is completed, participants will 
$0\mt yvhat they think Is the best plan from their group. The person who has produced this plan 
will then be given the opportunity to pre^nt it to the whole group. 

Ci Small group rovlew and critique 

Thera ^r^ no discussion points for this section. 



Coffee brwk 
D, Large group review and critique 

There are no discussion points for this section. 



159 



173 



ERIC 



Sesmon 15: 



Tim e SequQnce of AotMtles Materials 



D, (eontlnucd) 

3, Each participant has approjcimatoly 5 to 
10 minutes to present hisplanand 10 to 
15 minutes for feedbacic frorri the group. 

4, The process is ropcated until all seleoted 
group plans have been presented. 

SumiTiary 

The faclHtator thanki presenters and reviews the 
steps of the planning process as they have been 
covered: 

1, Agreement on goals 

2, Gathering information 

3, Involving others 

4* Diagnosing needSj setting objectives 

5, Choosing alternatives. 
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PrBSBntation of Individual Plans: Associations 

Points for DiBCUsBion 



0, (cDntinued} 



E* Summary 

There are no diieusslon points for this section. 



I 
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Session 16: Closing Activities 

GOALS/OBJECTIVES: A summary of the course m^I* be given* Participants will take part In the final evaluation 
aetivliles and rccelva certificates of altendanee. 

TIME REOUIRED^ 45 minutei (Allow 30 45 minutes more If ovaluation forms are used.) 

EQUIPMENT: 

MATERIAUSi Particii^lMs* im^^atei 

RefDrenco 1, , rogrp 7i Goals (from lession 1) 
Referonc'^ i, i rogrr Schedule (from seiilon l) 

PRIMARY METHODS; Group dlKUiiion 

MEETING 

ARRANa£MEN1 S; Drawing 5, Theater %nu? 
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SBBSion 16: 

TimB SQquBnce of Activities Materials 



30 min. A, Summary 

1 . Uilng the program goali and the schedule of 
activities from the sessions coverodf review 
the events of the training program lession by 



Al * Referonce 1 , Program 
Goals 

Reference 2, Program 
Schedule 



1 5 min. B, Award of certif jcates 

1 . Introduce the porson selected to present 
certificates. 

2i The presaritar may make a few remarks as 
appropriite* 

3, Presenter may read name of each partici^ 
pant; ask the parson to come forward to 
accept the cartificite; and shake hands, 
(Award cartlficatas alphabetically.) 

4, Facilitators thank and congratulate 
participants and wish them good luck and 
farewell* 
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Closing Activities 



PolntB for Discussion 



A, Summary 

1. Highlight tho purposo and outcomes of each session as they relate to previous and following 



i 
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SECTION IV 



Appendixes 



Referf ncei and Handouts . . 

Purehase Inforrflation for Resource Materials . 
Bibliographic Refcrance ^ , 
Asseiimgnt Forms and Tabulation Sheets . , . 
Logistics Checklists . . . * . , * , . * - . . , . . , . 
Illustrationi of Various Meeting Arrangements 
Sample Presenoiion Cue Cards 
Eyaluation Instruments and Answer Key , . , . 
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214 
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Reference 2, NASA Exercise 
Answer Sheet 



RATIONALE: 



CORRECT NUMBER: 



No oxygen 

Can Ifva forsdftii lirne vvithout food 
For trivfil over rough terrain 
Carrying 

Lighted side of moon is hot 

Some use for propulsion 

Needs WdLter to work 

No air on moon 

Needed for navigatlori 

Sonne value for shelter or carrying 

Moon's magnetic field is different from earth *s 

You can't live long without thli 

No oxygen 

First-aid kit might N needed* but needles are uieless 
Connmunication 



] $ Bqk of matghii 
Food ccncenlrate 



So feet of nylon rope 



S Pafachute silk 



^3 Portable heating unit 
J 1--— Two 45 calibre pistols 



One cage dehydrated Pat Milk 
^ Two lOO-lb tanks of oxygen 



3 Stellar map (of moon's conitellatlon) 



Llferaft 



4_— — Magnetic compaii 
2 Sgalloni of water 



yo Signal flarei 

J_s_ Fifit-aid kit eontainlng injection needles 
SQlar-powered FM receiver-transmlttir 



special permisiidn fc^r fiprpductlon of the above rniMrlal Is granted by tht luthor, |ay Hsil, Ph^D, and publisher, Tsliometries Inter* 
natlcnal. All rights rtsarved^ 
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Reference 1, Prisoners' Dilemma 



L To explore tht trust betwien group membsri 
and tht effects of trust bf trayal 

I r To dinionstrate the effects of Inlerpersonil 
competltlori 

IIL To iKpIain the morit of a eollaboritlve 
posturf m intra-and inter|roup relations 

Two teanis of no more than eight members ench. 
e required 

Appfoxirnately 1 hQUf. Smillar teams take less 
tinie. 

Matsrials utiliaid 

Prisoners* Dilemma Tally Sheits. 

Physical setting 

Thire should be enough space for the two teams 
to meet separately without interrupting or dli- 
fuptifig uch other. In the eentar of the room, two 
chairs for team repfes«n tat ives are placed facing 
each other. - - 



Procsss 
I 



The faeilitatof explains that the group Is 
going to experience a simulation of an old 
technique used In interroptlng prisoners. 
(He carefully imids discussing the objeotlves 
of the exercise.) The qijistloner leparatei 



Reprfnted by permission fronn ''Pf/s.^nen- Dllammi: An Inter- 
group Cempetltlsn," ), Willfim mifUr and john E. Jenii {eds.), 
A HgmtQok af Strmwrid ej^pmflsmes far Human Relailom 
:Tr0ln/n^,VQU III (^iv.), U Jolla, Cl*i Unlvirslty Asioclites, 



III. 



IV, 



prisoners suspectid of working togetlier ind 
tells one that the other has confeised and 
that If they both confess they will get off 
easier, The prisontrs' dllimma ii that thay 
may confess when they should not and that 
they may fail to confess wheri they really 
should. 

Two teams are named, formed^ and seated 
^sipirately. They are instructed not to 
communlcite with the other team In any 
way— verbally or nonverbally-eKcipt when 
told to do so by the facilitator, 

Prisoners' Dilemrna Tally Shgets are distri- 
butid to all partfclpants. The faDilitetor ex- 
plains thit there will be 1 0 rounds of choice, 
With the Rid Team choosing A or B and the 
Blue Team choosing either X or Y. 

AX — Both teams win 3 points. 
Ay Red team loses 6 pQinti, Blue 

team wins 6 points, 
BX — Red team wins 6 pQintSj BiLie 

team loses 6 points. 
BY - Both teams lose 3 points, 

Round 1 Is begun, with tearrii having 3 
minutes in each round to make a decision. 
The facilitator Instructs them not to write 
down their decision until he signals to do so, 
to make sure that teams do not make histy 
decisions^ 

The choices of the t^o teams are announced 
for round 1 , and the scoring for that round 
Is agreed upon. Rounds 2 and 3 proceed the 
same way. 

Round 4 is announced as i ipeclil round, 
svith the points payoff doubled. Teanii ire 
instructed to send one representative to the 
center to talk before round 4* After 3 
niinutes of coniultation vylth each other, 
they return to their tearnsj and round 4 
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Reference 1, (Continued) 



begins. The number of points for the out- 
comi of this round Is doubled. 

VII, Rounds 5 through 8 proceed as in the first 
three rounds. 

VIIL Round 9 Is announced as a ipacfal round, 
with the points payoff squared. R.epresenta= 
tives meet for 3 minutes, and then the teams 
meet for 5 minutei. At the facllitator-s 
signal, they nnark down their choices, and 
then the two choices are announced, The 
number of points awarded to the two teams 
for this round Is squared. 



IX. Round 10 is handkd e^';f:'/ as round 9. 
Payoff points are squired. 

X, The entire group rn Jels lc' process the experi- 
ince* The point total for each team is 
announced, and the sum of the twoDutcomes 
Is calculated and eompared to thefnaximum 
positive outcome (1 26 pointi). The fact litator 
niay wish to lead a discuiiion on the effects 
of high and low trust on interpersonal rala- 
tions, on win-lose situations, an zero-surn 
games, and on the relative merits Qfcolfa- 
boration versus competltiori. 
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I 

Reference 2, Ori-tha*Job 
Implications of Prisoners' Dilemma 



Competstlcrt Versus Collaboration 

Alcoholism agencies can be characterized as ^'prlsoneri'' 
in a system that refuses to allocate the necessary re- 
sourcis to assure their sy rylvah Available funds rnust be 
shared by alcoholism facilities and other health care 
programs. There aren't eriDUgh funds to go around, and 
competiticn often develops among prograrrii. 

A good example of this kind of conrjpetitive situation 
, occuri in acortimunlty In whfdh there are both well-run 
and poorly fun BkohcHsm programs. The vve/l-run pro- 
grams ft)ky %ho9f up the poorly run prograrns. Hostilities 
batween the prografni develop, and communication Is 
cutoff. 

Pa better aiternative would be coilaboratiDn and coopera- 
tion, a sharing of resources and knowledge that would 
help bring the poorly run programs up to reasonable 
standards. In the long run, all programs would benefit: 
the better the pfograms are in general, the more support 
they will get from the public. 

Trust 

Many program managers characterize themselves as 
"hustlers/- Husf ling is fine in many situations. However, 
"hustlini-' and '^conning*' do have their drawbacks. One 
important drawback 1$ that they usually destroy trust 
between people or groups. 

If a person or orianization on the receiving end becomes 
_ aware of the **con/' they are likely to break off a relation- 
ship entirely or try to "hijstle'* the "hustler'' in return. 
In other words^ an atmosphere of trust has to be developed 
If any fneaningfulj continuing relationship Is to develop. 



An example you may be familiar with is that of the 
counselor and cHenit If an atmosphere of trust is de- 
veloped, and eich;person is open and honest with the 
other, both people will benefit from the relationship: the 
counselor will receive satlsftctlon and will want to 
: continue the relationship, and the client will continue to 
gain strength and confidence, If one of the two is dis- 
honest with the other, a very destructive relationship 
may develop, or the relationship may end entirely, with 
the client not being helped and/or the eounielor refusing 
to work with the client In such a situation, one mifht 
feel he has the upper hand for a while, but usually the 
other person becomes wise to it, and both may lose.: The 
same rules apply If you are working with funding agencies, 
service providers, or internarstaff. 

Selecting objictivas and itrateglei 

In the Prisoners' Dilemma game, as well as in the game 
of life, there may be less of an Immediate reward when 
teams or people cooperate. Over a period of time, though, 
there are more effective gains. Results we desire most of 
all may take a longer period of time to accomplish. 

People In the alcoholism id need to start planning for 
long-term results. Wa are in a time when our existence is 
constantly being threatened, either by lack of funds or 
by competition from other service agencies. Furthermore, 
the alcoholism field is changing quickly^ and we have to 
be ready to adapt In order to survive, One of the best 
means for this survival is sufficient long-range planning, 
i.e., being able to forecast changes and planning to meet 
them. The Prisoners' Dilemma game Illustrates the need 
for the selection of appropriate goals in order to develop 
effective strategies: this is the essence of good planning. 
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Handout 4a 

Instructions for Role Players 



1 . Partidpants should not look at each othf r's roles* 

2. Each parson should rtad hli part carefully and 
play the role conscientiouily. 

3. Put yourself In the role that you are given, 

4. Participants should not overact 

5. Be natural, but amphaiize behavior aimed at fuU 
filling your role. 

Adipied and raprlnted by permission from **CommIttea Meetings 
Dimonstritlng Hidden Ag§n6u" J. Wlllltm PUimr ind jehn E, 
Jones (edsj, A HandtooM of Structured Experiencis for^nman ^ 
Relations Tralnlm ymmi \ (rev,)^ Li jolla, Ca.: University 
Assaclites, 1974, pp. 36-44. 



6. Just before the session begins, introduce yourself 
to the whole group by the name of the roll you 
are playing. Other role playeri will do the same. 



Role Dascriptton 

You are Reverend Marvin Turner, president of the board 
of directors and director of the Blairville Council of 
Churehes, You were a member of the foundin| board 
and v^ant to preserve the status quo. You also like your 
position as presiding officer. 



Cadf^ MSI 



Handout 4b 

Instructions for Role Players 



1. Par tic I pants should n©t leokataach other's rolei. 

X Each pmon shQuld ffid his part carefully and 
play the rolf conscientiDUily, 

3. Put yoyrsf If In tha role that you ire given, 

4 Participants ihould not ovarict. 

5. Be natural, but annphaslge behavior aimed at ful- 
filling your rola. 

Adaptid and reprinted by pcsfmiision horn *'Committae Mi§tln|: 
Dtmommtlng Hidden Agendas,'* |, Wmmm Pfefffcrand John E. 
J onai (ads.), A Handbook afSnucwrwd Experfences for Human 
RslQthns Training, Volume I (rgv.), La jolla, Ca.: University 
Associates, 1974, pp. 36-44^ 



6. J ust before the session beglnij introduce yourself 
to the whole group by the name of the role you 
are playing. Other role players will do the same* 

Role Deicrlption 

You are Louii Haber, vice president of the board, a 
lawyer, and an influential lay leader in the Blairville 
Methodlit Church. It is your view that "God helps those 
who help themselves," and therefore you are lukewarm 
to the idea of seeking outiide help for money. Also you 
think that the director, Jack Simon, should bear the 
major ra-sponsiblllty for solving financial problems. 
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Handout 4d 

Instruetions for Rolt Players 



1 . Participants ihould n&t look at aaeh other's rolis. 

2. Each parson ihould read his part carifully and 
play thi rola conscientiously. 

3. Put yoursalf In the role that you ire given. 

4. Partjcipints should not ovaracL 

5. Be natural, but emphasize behavior alnried at fui- 
filing your role. 

Adapted ind riprlnted by permission from ''Commlttia Meeting! 
Dernonstrating Hidden Agendai/' J. Wllilim Pfelffer and Jehn E. 
Jonei (eds.), A Handbook ofStructund SxperhnQes far Human 
RMfgtfom Trgfnfffgf Volume 1 (revj. La Jolli, C%.i University 
4si9€latif , 1 974 f pp. 



6. Just before the seiilon beginij Introduce yourself 
to the whole group by the name of the role you 
are playrng. Other role players will do the same, 

Rolt Discrlption 

You are Roberta Steveni^ treasurer of the board and vice 
president of the Blalrvllle Savings & Trust You have 
recently Joined the executive board and do not know 
too much about alcohol problomij but you are extremely 
Interested and have good managenient Ideas, Also, your 
experience In business has tiught you the value of 
systematic planning. 



m 
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^ Handout 4c 

^ Instructions for Role Players 



1» Participants should not look at each other's roles* 

2, Each person should read hii part carefully and 
play fht role CDnsclentlously, 

3* Put yoursalf in the role that you are given. 

4 Participants should not Qveract 

5. Be natural j but emphasize behavior aimed at ful- 
flilmg your role. 

Adapted and reprlritid by permission from "CQmmlttei Mettingi 
Pimonstnting Hli^dtn Agendai," J. William Pfeiffer and John 
jariei (ids.), A Hmdbaok of StruWrMd Exp€Hwnc%$ for Humm 
i RH^thns TrQlntngp Volume I (rev.), La jolli, CaJ Univenlty 
Asscdales, I9?4,pp. 3iM4. 



6. Just before the session begins, introduce yourself 
to the whole group by the name of the role you 
are playing. Other role players will do the same. 

Role Description 

You are John J, 0*Hara, SJ,, secretary of the board and 
associate pastor of St. Ignatiui Church, You are an ox- 
perienced administrator, as well as an activist and a strong 
believer In mobilizing the community to meet a crisis. 
Moreover^ It is your opinion that you would be more 
effective as board president than Reverend Turner. 



y 
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Hanjiout 4e 

Instructions for Role Players 



1 . Participants ihould not look at each other's roles. 

2. Each person should read his part carafully and 
play the role Gonscfintiously, 

3. Put yourself in the role that you are given. 

4. Pirtieipants should not overact, 

5. Be natural, but emphaiize behavior aimed at ful- 
fllling your role. 



AdsLpWd^nd nprlnM by p^rmhslon from "Commltree Meeiffig: 
Demonstrating Hidden Agendis/- J. Wlllfim Ffilffarand John 
Jones (cds,)^ ^ Handbook of Structured Exper/encMs for Human 
Rifatlom Tfslnfn§i VQlyrria I (ray J. La jglla, Caj Unlvirilty 
Ay©€iatesjg74| pp. 36-44. 



6. Just before the lesiion begins, introduce yourself 
to the vvhole group by the name of the role you 
are playing. Other role players will do the same. 

Role Description 

You are Geraldlne Stone, chairman of the personnel 
committee and director of Christian education of the 
Bialmlle Presbyterian Church. You were a member of 
the founding board. Your solution to the current fund- 
ln| problem is to organize a volunteer committee to 
make the repairs and to do the redecorating. Generally 
you follow the lead of the board president, Reverend 
Turner. 



190 



Handout 4f 

Instructions for Rola Players 



1 . Participints should not bok at gach othir*s rolei, 

2* Each person should read his part carifully and . 
play thi role consciantlously. 

3. Put yourself In the role that you ara given, 

4. Partieipants should not overact. 

5. Be naturai, but emphisi'ae behavior aimed at ful- 
fil Ing your role. 



Adapted and reprinted by perm l$slen from "Committer Meetlnij 
Difnonstrating Hidden Agendai/' J* Wllliani Pfelffer knd John 
Jenes (eds*)^ A Handbook of Btructund Exp$rl$mu for Human 
Rilattom Tr&Mn§, Volume ! (rtv,). U J©lla. Ca.^ URlverilty 
Assoelatei^ 1974^ pp. 36-44. 



6. Just before the lession beginSi introduce yourself 
to the whole group by the name of the role you 
are playing. Other role players will do the same. 

Rolf Description 

You are Jack SlmoHj board member and director of Path^ 
way Residence. You assumed that position 2 years ago^ 
and through hard work and ingenuity have made sub- 
stantial improvements In the program. You see this 
plannlnf effort as the flrit step toward getting the board 
to do some iong-ringe planning to meet future needs 
such as salary Inoreases for staff, improvements to meet 
accreditation standards^ and so on. 



Purchase Information 
for Resource Materials 



These mitarials are used as part of thi laarning ictivitiis 
In vafious sasslons of tfia tfilnini program. Dtpanding 
upon tht sassions y^d and the naedi of the partl§ip^ntS; 
facilitators and sponsoring agandti will ditermlne 
whatlier or not to order additional copies for pirtlcipints. 
All othar handouts are provldid In the P&rtklpsnt 
Wofkbobk; 

Adm/n/$tmtor P/us (mmn 1) 

Assoelation of Halfway^House Programs of North 
Amiflcaj Inc, 
786 7th Street 
St Paul, Minn* 55106 

$0*50 each 

Leadership Risources M&ngffement Ubrary (Reading 
assignments In priparatton for sassions 2Aj 3, 6A, 10, 
and 11) 

Leadership Resources Inc, 
1 First Virginii Pla^a 
6400 Arlington Boulevard 
Falls Church, Va. 22044 

$10,50 each for 1-9 copies; $9.00 each for 10*99 copies; 
$8.00 each for 1 00-349 copies; $7 JO each for 350 or 
rnqre copies. 



Groufi EffyctlvMm (lasslon 2D) 
Manning for Changi (sisslon 4) 

Leade^hip Risources Inc. 

I First Vlfglnia Flaia 
6400 Arlington Boulevard 
Falls Church, Vt. 22044 

I I JO each for 1 -9 eoplts; $1 .25 each for 1 0-99 copies; 
$1 .00 each for 1 00-349 copies; $0,85 each for 350 or 
more copies, 

Mom/i /rtdix for Supirvlsam (sessions 10 and It) 

Leaderihip Resources Inc. 
1 First Virginii Plaaa 
6400 Arllfigton BDulev^:^^ 
Falls Church, Va, 

If Participant ftmmii^M 2C) are included, 

one copy of each of tm following tislis should be ordered 
from the Association of Halfway-House Programs (see ' 
above): \^ 

Continuum of Cm, $0.20 each; pymni/cs of a Halfway'^ 
House, $0.20 each; Code ofEthlcSj m charge; So You 
Want to Stgft a Halfway-Hous^j $0.20 each. 
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Bibliographic Reference 



An annotatid biblic|Paphy on vlrtuilly ivt ry aipact of Druck$r^ Th§ M§n Who Invintsd the CorporaH ^clity, 
management can be found in: by John J, Tarrant, Warflir Books, 1976 ($2 JO), 
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Aisessment Forms 
and Tabulation Sheets 



A Note To The Trainar Regarding 
Needs Assassmant 

The targrtaudianci for whom this training program was 
desi|nad Isdiicrlbtd in section I of this manual. On the 
following pages are forms to help determine nacre pre- 
eisaly the needs and Intarests of the target audience as a 
basis for planning a minicourse or some other modifica- 
tion of the total course. 

Two sets of forms are' provided: one for selecting a 
minkourse and ona for lelecting Individual sessions. Each 
sat eonsiits of two parts: an assessment form to send to 
prospective particlpantSj and worksheets for tabulating 
their rasponses. 

Tha assassmant form should be sent to prospective parti- 
cipants along with a cover letter announcing the course 



dates, location, and other descriptive information, as 
well as instructions for connpleting and returning the 
form. 

The tabulation of responses can be accomplished by using 
the appropriate worksheets. Step-by-step instructions are 
included for determining the minicourse or session most 
participants are interested in. 

The assessment forms and tabulation worksheets provided 
are: 

Minicourse Assessment Form 

Tabulation of Minicourse Assessment Forms 

Session Assessment Form 

Tabulation of Session Assessment Forms 

Please note that these forms are provided only as models 
and may be adapted by the trainer to fit a particular - f| 
situation- ' 
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Mlnlcourse Assessment Form 
(for I to 2 days of training) 



The training program you are Invited to apply to attend 
will last: (to be checked by trainer) 



Vi day 

1 day 

2 days 



(D) 



In the space provided bolow, rank the following mini- 
course topics in the order that represents your strongest 
training needs, (I = strongest; 5 « weakest) 

(A) Facing the Future Together-how to work 
effectively with staff to meet the current 
challenges of alcoholism programming. (1 
day) 

(B) Specific Objectives for Basic Management 
Functions— how to set specific measurable 
objectives for .high priority work, (1 day) 

(C) Planning, Relations, and Problem^Solving- 
how planning principles and relational skills 
are combined to resolve problems, (1 Yt days) 



(F) 



Letter 



Raising, Maximliingj and Accounting for 
Agency Funds--how to raise money, make 
the most of what's on hand, and compare 
"actuals" to '*projeeteds,*' (S^l hours) 

Organizing Work and Making Decisions-how 
to organize work, divide labor, and make 
effective deciilons. (1 day) 

Supervision and Performance Appraiial-how 
to set Job eKpectations, lupervise, evaluate, 
and provide for staff development when 
indicated. [V/i days) 

Full title of the minicourse 



4. 



5, 
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(for tralncr'j use) 



Tabulation of Participant Minicourse Assessment Form 
(for 1' to 2-day program) 



1 , Count up the numbef of 1 rating! received for each minicourse and multiply by S to get course score: 



Minlcourst 


#of 1 ratings 




Score 


A. 
B. 
C, 


Facing the future together 

Specific objectives for measuring funetloni 

Planning, relations^ and problem soiving 




X5 
X5 
XS 




D, 
E. 


Railing, maximizing^ and accounting 
for agency funds 

Organizing worl< and malting decisions 




X5 
XS 






Supervision and performance appraisal 




XS 




2. Count up the number of 2 ratings received for each minicourse and multiply by 4 to get 


score: 




Minicourse 


# of 2 ratings Score 


A. 

B, 


Facing the future together 

Specific objectives for measuring functions 




X4 
X4 




C. 


PUnningj relations, and problem solving 




X4 




E. 


Raising, maximizing, and accounting 
for agency funds 

Organizing work and making deciilons 




X4 

X 4 




F. 


Supervision and performance appraisal 




X 4 
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(for tnlmr'i m) 



Tabulation of Participant MInicourse Assessment Form 
(for 1- to 2-day program) 



3, Count up the number of 3 ratings roceived for each mlnicourso and multiply by 3 to got score. 



Minlcourse 


^of 3 ratings 




Score 


A. Ficjng the future together 




X 3 




B, Spf^r\iu: obitetives for measuring functions 




X 3 




C, Planning, reUtionSi and problem solving 




K 3 




Raising, maMlmijiiig, and aceounting for 
agency funds 




X 3 




E. Orpnizing work and making decisions 




X 3 




F. Supervision and performance appraisal 


i 


X 3 




4. Count up the number of 4 ratings received for each mlnlcourse and multiply by 2 to get score. 


Minlcourse 


#of 4 ratings 




Score 


A, F:'clng the future together 




X 2 




B. Specific objectives for measurini functions 




X 2 




C Planning^ relationii and problem solving 




X 2 




D. Raising, maximizing, and accounting for 
agency funds 




X 2 




E, Organizing work and making decisions 




X 2 




F, Supervision antf performance appraisal 




X2 
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(for traini'f *s us#) 



Tabulation of Participant Minicourse Assessment Form 
(for 1- to 2-day program) 



5, Count up the numbor of 5 ralingi received for each minicourse and make that number the score, 



Minicourse 


# of 5 raiings 


Score 


A, 
B. 


Facing the future together 

Specific objectivos for measi/rin^ 
funetkni 






C. 


Planning, relationi, and prob' ^ ^i- 
solving 






D. 


Raisingi rnaximUingj and account' 
ing for agency funds 






E. 


Organizing work and making 
declilons 




1 


F. 


Supervision and performance 
appraisai 
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(for trainer'} use) 



Tabulation of Participant Minicourse Assessment Form 
(for 1- to 2-day program) 



6, Add score of each mlnieourso under l-S to got i ; r' ■ , • Miorus, 



Minlcourse 


Score 
from 
1 


Scorn 
from 
2 


Score 
from 
3 


Score 
from 
4 


Score 
from 
5 


Total 


A» Facing the future together 














Specific objectives for measuring 
functions 














C Planning, relatlonSj and problem- 
solving 














D. Raising, maximizing, and account- 
ing for agency funds 














E. Organizing work and making 
decisions 














F. Supervision and performance 
appraisal 















7, Select the minicQurse with the highest score. 
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Session Assessment Form 



In the space provided below, rank the five most Important 
jesilon topics in the order that repreientl yourstrongeit 
training needs* In lome Instanceii the expected outcome 
describes the session content better than the sesilon title. 
(I - strongest; 5 ^ vyeakest) 

A* ^'Discussion of Reading Assignment*'-how to 
examme the effect of current trends in aleoholiim 
on an agency in Its present state of development. 
(Hhr,) . 

y, "Group Process T'-how to facilitate group con- 
lensus^ how to demonstrate value of group work 
on selected kinds of tasks. (^14 hrs.) 

C. *'Group Process IP'-how to foster productive^ 
amicable group work, (3H hrs.) 

D. '^Management and Changi"-how to practice 12 
basic management functions In a changing environ- 
ment. {2% hrs.) 

Er* 'The Planning Process**— how to formulate program 
outcomes with appropriate Input f"om siaff, (3 hn j 

F. ''Director and Board Relations''-^how to improve 
them. (3 hrs.) 

G. "Planning for Change "-prav'^^^ applyhig planning 
skills to circumstances requiring changes in the 
status quo. (3 hrsj 

H. "Funding Sources"-how to identify new sources 
of funds; how to solve immediate problems within 
existing budget constraints. (1 Vi hrs j 

I. "Selected Aspects of Financial Management"— cost- 
cutting tactics when "belt-tightening" is called for. 
(mhrs.) 



J, ''Selected Aspects of Financial Management 
(cont'd)'*— how to calculate cost per reiident day 
and/or unit cost. (1'4hrs,) 

"Organization Structure and Prhition Descrip* 
tloni"-how to organlie staff and assign reiponil* 
billty. (2H hrs.) 

"Penonnel Evaluation and Supervision"— how to 
supervise and appraise performances, (2^4 hrs,) 

M. "Appraisal Interview and Staff Development"-how 
to conduct an appraiial Interview, how to address 
reiulting staff development issues, (3 hrs,) 

N. "Information Gathering and Dicisionmaking"- 
explore different ways of making management 
decisioni, (3 hrs.) 



Letter Full Title of the Session 



1. 
2. 
3. 
4. 
5, 
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Tabulation of Participant Session Assessment Forms 

. Couni up the number of 1 ratings received far each loislon and multiply by 5 to get scoro; 



Session 


pof 1 ratings 




Score 


A. 


Discussion of Reading Assignment 




X 5 




B. 


Group Process 1 




X S 




C. 


QrouD ProcGss M 




X s 




0. 


Management and Change 




X s 


— . 


E. 


The Planning Process 




xs 




F. 


Director and Board Relations 




X 5 




G. 


Planning for Change 




X s 




H. 


Funding Sources 




X 5 




1. 


Selected Aspecis of Financial Management 




X 5 




j. 


Selected Aspects of Financial Management 




X5 






(cont^d) 






K. 


Organization Structure and Position 










Descriptions 




X5 




L. 


Personnel Evaluation and Supervision 




XS 




M. 


Appraisal Inten^iew and Staff Development 




XS 




N. 


Information Gathering and Decisionmaking 




xs 
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Tabulation Participant Session Assessment Forms (cont'd) 



2, Count up tht! number o( 2 ratings received for each session and multiply by 4 to got score: 



Session 


i^^of 2 ratings 




Score 


A. 


DiH^usslon of Reading Assignment 




A 4 




B. 


Group Proeoss 1 




y 4 

A *t 




C. 


Group Process II 




y d 

A *f 




D. 


Managcmeni and Change 




y 4 

A 




E. 


The Planning Process 




X 4 




F. 


Director and Board Relations 




X 4 




G. 


Planning for Change 




y 4 

A *t 




H. 


Funding Sourees 




y 4 

A *t 




L 


Selected Aspects of Financial Management 




y 4 

A *T 




)^ 


Seircted Aipectb of r'naiislal Management 
(cont'd) 




X4 




K. 


Organization Structure and Position 




K 4 






Doscriptions 






L, 


Personnel Evaluation and Supervision 




X 4 




M. 


Appraisal Interview and Staff Development 




X 4 




N. 


Information Gathering and Decisionmaking 




X 4 


1 
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1^ Tabulation of Participant Session Assessment Forms (cont'd) 

<,(.n,ru Up the number of 3 ratings received for each session and multiply by 3 to got score! 



Session 


jj^of 3 ratings 


A. 


Discussion of Reading Assignment 




X3 


B. 


Group Process 1 




X3 


C. 


Group Process 11 

t 




X 3 


L?. 


Management and Chango 




X3 


E. 


The Pliinning Process 




X3 


F. 


Director and Board Relations 




X 3 


G. 


Planning for Change 




X 3 


H. 


Funding Sources 




X 3 


1, 


Selected Aspects of Financial Management 




X 3 


J. 


Selected Aspects of Financial Ma lageinent 
(eont'ci) 










X 3 


K. 


Organisation Structure and Poslt.gf, 




X3 




Descriptions 




L. 


Personnel Evaluation and Supervision 




X 3 


M. 


Appraisal Interview and Staff Development 




X 3 


N. 


Information Gathering and Decisbnmaklng 




X3 



Score 
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Tabulation of Participant Session Assessment Forms (cont'd) 



4. Count up the number of 4 ratings received for each icsiion and multiply by 2 to got score: 




A. Discussion of Rtading Aiilgnment 

B. Group Process I 

C. Group Process II 

D. Manapment and Change 

E. The Planning Prociss 

F. Director and Board Relations 

G. Planning for Change 

H. Funding Sources 

L Selected Aipacts of Finance?! Managennent 

J. Selected Aspects of Financial Management 
(cont'd) 

K. Organisation Structure and Poiition 
Descriptions 

L. Personnel Evaluation and Supervision 

M. Appraisal Interview and Staff Development 

N. Information Gathering and Decisionmaking 



X 2 
X 2 
X 2 
X 2 
X 2 
X 2 
X 2 
X 2 
X 2 

X 2 

X 2 

X 2 

K 2 
X2 



p Tabulation of Participant Session Assessment Forms (cont'd) 

5. Count up the number of S nitlngs m>ny^;ij for each session andm-,'-- that number the score: 

I 



Session 



A. Discussion of ReadlnH Asii)^hmont 
B» Group Process I 

C. Group Process 11 

D, Management and Change 
The Planning Process 
Director and Board Relations 
Planning for Change 



H. Funding Sources 

I, Selected Aspects of Financial Management 

J. Selected Aspeets of Financial Management 
(cont'd) 

K. Organization Structure and Position 
Descriptions 

L. Personnel Evaluation and Supervision 

M. Appraisal Interview and Staff Development 

Information Gathering and Decisionmaking 
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Tabulation of Participant Session Assessment Forms (cont'd) 



fi. Add score of each su^lon undur 1-5 to get uumulativu scorr^; 



Session 


Score 
from 
1 


Score 
from 
2 


Score 
from 

3 


Score 
from 
4 


Score 
from 
S 


Total 


A. 


Discussion of Reading 
Assignment 














B, Group Process 1 














C. 


Group PrQccss II 














D. 


Management and Change 








- — — ^ 






£. 


The Planning Process 




-- - - 










F. Director and Board Rolations 














G. 


Planning for Change 














H. 


Funding Sources 














I. Selected Aspects of Financial 
Management 




. „ j 










J. Selected Aspects of Financial 
Management (cont*d) 














K. 


Organization Structure and 
Position Descriptions 














L, Personnel Evaluation and 
Supervision 














' M." 


Appraisal Interview and Staff 
Development 
















Information Gathering and 
Decisionmaking 















7. Select the sessionfs^ with the highesr score* 

I 
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Logistics Chocklist: Equipment, Material, and 
Room Setup Requirements 



Session No./Tltle 


Equipment* 


Materials 


Room Setup 


1. Orientation and Overview 




Name tags 

VVorkbook containing: 
Interview Guide 
Article by Scldcn Bacon 
Study Guides for Reading 

Aiiignment 
NDuds Assessment Form 
Program Goals 

Schedule 

iSUaLgp u[ pariiwipantS 

Debriefing teams 

Administrator Plus, if 
purcliased 

LRI ManagemGnt Library, 
if purchased 

Other orientation 
materials, as neuded 


Large room 
Informal discussion 

I 


2A. Discussion of Reading 
Assignment 




Matrix of participant 
ratings on flipchart 

Reference 2, Chanilng 
Organizational Needs 


Large room 
Informal discussion 


28, Group Process 


4 flipc harts, 
one in each 
corner of the 
roonij prepared 
according to 
reference 1 


NASA exercise^ individual 
worlcsheet— 1 per partici- 
pant 

NASA e)<erc!se, group 
worl<sheet— 1 per group 

NASA CKercise, answer 
sheet and scoring instruc- 
tions— 1 per participant 

Elements of group work-^1 
per participant 


Flipchart in each of 4 corners 

Chairs that can be rearranged 
in small clusters 



*Flipehaft paptf an tripods (at itist two, preferably four, felt peni^and masklni tape should be available for each lesiion and will not be 
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Logistics Checklist: Equiprnent, Material, and 
Room Setup Requirements (cont'd) 



Session No./Tltlu 


Pqiilpmcnt 


Materials 


Roum Sutup 


2C* Introduction and 
L'x plana tion of Partici- 
pant prasentations 




Participant proicntations* 
Topics, and objectives-- 1 
per participani 

Resource malerials 

Prusentation signup ilicui-1 
copy posiocl convcnionily 


If feasible, It Is bcnQficlal to 
arrange a simple buffet lunch for 
the group In or near the training 
area for this session for three 
reasons! 

• It maintains the group feeling 
that has developed during the 
morning session. 

• Participants have time to con- 
sidur and discuss the topics 
and to Form groups while they 
are all together- 

• It saves lime. 


2D. Group Process (cont'd) 




Group Effcctivcnc^s--1 per 
participant 

Obstruclive Behaviors -1 per 
participant 

Group Proceis Observation 
Guide"-! per participant 

Prisoners Dilemma Tally 
Sheet-1 per participant 


Large room with divider or two 
adjoining rooms with a door- 
way bciween; workshop setup 
in each room 


3. Management and 
Change 




Group Process Observaiion 
Guide-'2 copies per small 
group (4 to 6 peo^^^V ' ^ 
group) ^ ' 

1 2 Functions of Managing—1 
per participant 

Planning Process 

Manaiement Functions 

Session Topics— 1 per 
participant 


Round tabic setup in one room 

Workshop setup in remaining 
room(s] (1 for each small • 
group) 


4, The Planning PrQCCSS 




Questions on fllpchart 
ahead of time (See A3. 
a,b,c m ''Sequence of 
Activities** for session 4) 


Large room 
Classroom 

— 1 
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Logistics Chtfckllsti Equiptnent, Material, and 
Rooin Setup Requiremciits (eont'd) 



Saiilati No./TMl€ 


Eqtilpmeht 


MatcrUls 


Rodrti Setup 






Reference l*1he I^Mrihlhg 
Process 

The PliinnlnH Pr<jdcn-1 per 

participant 

planning work^Hecis 

per pafticl|iaiit 
Plannlhg fo^ 
per participant 






VIdeoype 


Director and Bo^lfd 


Round table setup In ona roam 




equip.; 

VTR tapedeck 
monitor 


Guldolihtfi^l pef 


Concentric eircles of chain with 




participant 


light arid ipaee for video 




Cm itud/^ 1 per partlcl'- 
pant 


equipment Jf used In ancihor 
room 






Board arid Director Prcb* 






Of 


lem Sh£ct-^1 por 






Poftapack 


partielpiint 






VTR upeddck 


In^trtictlf^ri^ fnh Rd)^ 






monitor 


Playofi'*-! for 6 






microphone 


partiClpanti (placo In iin 
envolopc with the parth 
cipanl'inanie) 

Guide for Rple Player 
Obiervaf^--1 each for 6 
partfelpanti (pla^ in 
envsiopQi wnn pariich 
pant's narHi) 






optional, but 


GrQup ProCeis Obiervation 






strongly 


Sheet (See lesilon 2)^1 






fccommenUed 


for each the remaining 
pafticipants 

Hidden Agendas Infofmition 








Sheet-'l per participant 





EMC 
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Logistics Chicklist^ Equipmeriti Matorlal, and 
(loom Setup Requirements (cont'd) 





Iqglpmint 


Malirlill 


Room Sftup 


fiA. Planning for 
Chingt 




Refer the partlslpanli to 
Iheia m^terUUrflaHbuted 
In prior leiiloni for 
reiourca matDrl»lit 

The Plihning Pfocesi 

Seiilon S 
Pathwiy Resldonce 
Board and Director 

Problem Shait 
Hm extra copies af 

mh avallabUIn caie 

of nted 


fteund labia setup In 1 foom 

^crkshop idtup In other tom){i] 
(1 for each small group) 


6Bt Planning far 
Chinge 




AsiosSFTiint Worbh@et--l 
per partjalpant 

Guidellnai far Individual 
Program 

ProIecis-^1 per participant 

Study guida—l per 
participant 


Round table setijp In focfn 

Irtdividual workplaces In 
rertiainlng rooms 


7. Pynding Saureas 
and Paftlelpint 
Prasantatlon: 
Philoioph/ of 
Funding far Halfway* 
HouH Progrimi 




Objectives far flrit partlch 
pantpfasentitlDnon 
fllpchart (sea hindout 1 , 
seislon 2C) 

Particlpirit Presifitition 
Appralial-1 p€r partici- 
pant (See handout 2, 
sasslon 2C.) 

Funding Sources--l per 
participant 

Funding SourceSj exhibits 
a-f^l per participant 

Foundations^l par partici- 
pant 

Other Sources of Fundlng--1 
par participant 


Large roorn 
flaund table setup 
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Logistici Checklist; Equlpmont, Material, and 
Room Ump Requirements (cont'd) 



Stiilon No./TItU 


Equlpmtni 




Room Sf Cup 


8. Sclented Aipeeti 
of Financial 
Min^gemeni 






Round tibia latup In 1 worn 

Workihop letup In othif roomii) 
(1 foraach smill group) 


9, Selected AspceU 
of Flriindal 
Minigomoni 
{com Q) 




Con^monly Uied Flninelil 
Manigeinant Tems--1 per 
participant 

Cost per ReildentDayi 
Cionnputatlon Cait 
Scudy^l pirpartidpant 

Unit Colt Computational 
per participant 

pfocgduro for CaUulitIng 
Albcitid Admlnlstratlvi 
Cest. .-1 parpirilclpant 


Large room 
Round table setup 


10. Ofganiiitlon 
Structure and 
Poiitlan 
Doscriptians 




Organl^atbn talk In^ 
nructioni, * .-1 per 
participant 

Study Guldol DeUgatlng 
mL it-l per pirtlclpint 

Study Guide: Davolaping 
pericnnal~1 parpifticl^ 
pant 

Morili Inde^c for Suptrvi- 
isri-'l pgrpartlclpint 

Morale Inde^ Report 
F©rrn--1 per participant 


Large raomi round table 

Workihop setup In other rooni(i) 
(1 for eaoh small group) 


IK Personnel 
Evaluation and 
Suparvislon 




Obf actives for partlEipint 
preiantatlon on fllpchart 
(See handout 1, session 

pirional Review Form— 1 
per partleipint 

pgrformanee Planning and 
Evaluitlon-1 perpartloh 
pant (note; should be 
ripreduced on both sides 
of paper) 

Man^emint by Objectives- 
1 pir person 


Large room, round table 



211 



ERIC 



195 



Logistic! Clieekllst! Equipment, Material, and 
Room Setup Requlreitienti (cont'd) 



Si silon No./Tltit 




M4terlalt 


Room Setup 


Inlervlew and 
St4Ff Daveldprncnt 


VIdflDtapo 
aquipincnti 

VTft upcdedk 

mierophone 


Objeclive^ fop participant 
preienlallon an fllpchart 
(Sechandoul U ic^^luh 

ac.) 

1 per participant 

The iManagenient of Human 
Roioufces-I per 
participant 


Large room, round lable 


13, Information 
Galhoring and 
Decisionmaking 




Group Deelildnmaking 

Ati wiai,'^ 1 pgr pdiLlwipdni 

Psychological Repofti 
Sha€t-1 per participant 

Improving tha Decision* 
making procoss^l per 
participant 

Useful Guldollnci-I per 
participant 


Urge room, round table 

Workshop setup in other rooms 
(1 for each imall group) 


14« Work on Indlvldua) 
Planiand Partlelpant 
Presentation: Ideas 
for Followup 
Program 1 




Oblcctlvas for participant 
presentation on flipchart 
(See handout 1^ session 
2C) 

The Planning Process (from 
lesslon 4) 

Planning and Preientation 
Critique Form--l per 
participant 


Largo room, round table 

IndivldLial workslAcc^^ In nth^r 
rooms 
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Logistics Checklist: equipment, Materiaii and 
Room Setup Requirements (cont'd) 





tciiilpmcnt 




Kuotn Setup 


15, PfcsefilatiDn nf 
Individual Vim 
and Kirtlcip^inl 
ProsenUiiInn: 




Objectives fur participant 
prgiuiUallDii on lltpchiiri 
(Sue liiindout h smlm 
2C.) 

Planning and IVeumtatioii 
ScorcSliuDt -1 per 
pariiclpani 


Lai gc room, theater uMup 

WurkHliop setup In other luimi(s) 
(1 lof each small Hrotip) 


16. Clo^inH Activi iit's 




EvalUdilon Iniuumdnti 
(poHlu^l and cvalurttlvo 
review) -1 per parltdh 
pant 

Certlfkates-I par 
participant (optionni) 


Large roorrij round table 
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ILLUSTRATIONS OP VARIOUS MfiEtlNd ARRANGEMENTS 



1, Round Tobin Diicuiilon 

oooo 

O I 

o 
o 
o 



o 

D 
O 



2. Claisroom 



c 



OOO 000 

czz 



OOO OOO 



3. Auditorium 



□ 



oooo 
oooo 
oooo 
oooo 



oooo 
oooo 
oooo 
oooo 



o 



o 



4. Workshop 




OOO 


000 


O 0 




OOO 


OOO 


OOO 


OOO 


o o 




OOO 


OOO 



o 



Bi Theater 



OOO 



o 



^>oooO<^^o^ 

6. Informal Disoussion 

o 

O D 
^00^ 



SYMBOLS: 



o 



Chair 



Desk or Table 



Podium 
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Sample Pres6iitati(ih Cue Cards 
(actual size 5 X 8) 



medU 
mjterUii 
#(|iil0rhf nt 


Session: 


% Title: Director ^nd Uo^rd lU'UtlonihIp} 




A. InlroUuyliun (M)fHln.| 




• 


I'urpasc; U) imnfuve reKukn^iHlp with board djrceltjfi 




9 


[ymuss handuut \\ms\ elicit conlrlbuliom from group 






Q plav u5^erciio (1)0 niln.) 


Haruliuits 


AiMgn Puius jrul diaribute InMruglioni and role dcscriptiofu before sun or m%\on, 


tl.indout 2 


m 


Purpim': dramatli,illon of some problemi that might arilo on aficney board 


Handout J 


9 


Dlstrihute handmit?i 2 and J and allow S minute* to read 


M,ind<)Ut 5 


• 


Ask rol? niaycri to retire to room 2 and to read their ln%lruciioni;give othcri either 
handout S or Group Procc^i Observation Guide 


Vldcc}t.iping 


m 


Hegin rule play -start vldeDtapIng 




m 


lerminiitc after IS minutes 




• 


Ask group process and role play obiervers to report 




• 


Ask role players to read roles to group 




media 

materiali 

eqylpmtnt 


Sessions 


S Titles Director and Board Ralationihlpi 



C. Hidden Agendas (25 min*) 

Handout 7 " • Distribute handout 

• Lead diigussion • How do hidden igendai affect thi group; how do they affect 

each member? 

• What are some Indtcatori that a hidden agenda i§ operating? 

• Is the reeognitlon of hidden agendiS neeeisary to understand 
what ii going on in the iroup? 

Videotape Replay (45 mln.) 

• Play ihrouih tape asking partlelpanli to note: 

• examples of group prociss functioni (task maintenance and 
obstructing actions) 

• eKamples of nonverbal behaviors that role playeri riported 

• Play tape againj itopplni to point out ixamplesofbehavlorf noted above 
Summary 

• Bfief review of 7 points on Hidden A|enda Information Sheet 

• General impljcations of exercise for director and board relatloriihlp 
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EKLC 
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Participant Pre/Post Cognitive Test 

(To be administered at the beginning and end of the course) 



Dm 



h Umd below are some functions that must be pgrformed If an organUation Is to run smoothly and effectively. 
Chg^k those functions you think a manager or administrator should be responsible for: 



Developing obj^ -tlv 
Setting frames of reference 
^ Forecasting and planning 
^ Arranging for finaneing 



Organizing 



^ Obtaining and developing personnel 



Coordinating and Informing 

Guiding and leading 

Surveying porformanee 

Tciting and evaluating 

Ad|usting and integrating 

Ensuring proper external relationships 



2, A Jilt of steps nDcesiary for good planning follows. In what order should iheie steps be performed If the plan is 
to be well developed? Indicate your answer by plaeing a " before the first itep, a *'2'' before the second, and 
so on. 

Involving others 
_■ ^ ■ Choosing alternativei 

Agreeing on organization goals 
Gathering information 
Setting objectives 
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3i Wflta i pfogram objeaiivc that li ipcciflc^ rncasurablai and timc^phasadi 



4, Styiei of I^Aderihlp and stylas of dgclilonmaking uiually dorraipond* Bi|0W| rata from 1 (most ippllcible) to 4 
(not appllQable) tho decUlonmakIng ityle(i) most likely to bo uiid by a democfitid leaderi 

- Comultlngi The Id^dar gives tha group membari a change to Infludn^a thi dedlsloh from thd baginn« 
Ing. Tho leader prosenti a problem <ind rolovant background Informatloni then iiNi tho mombers for 
their Ideal on how to solve It, 

PeriuadIng, The loador makos the decision without eoniulting the group, then tries to ponuada group 
membori to adcopt It, 

Delegating. The leader def]nes a problem and the boundaries within which It niysl be solved* Then the 
leader turns It over to the group to work out a solution that makes sense to the ImplementorSi 

Joining, The leader participates In the discussion as "lust another member^' mdogrmtnadi^ance to 
carry out whatever decisions the group makes. 



5, List three kinds of behavior that interfere with effective group work. 



6* What Is the relationship between accreditation and third-party payments? 



7. Where would you go to get a complete lilt of foundations in your State? 



8* What does the phrase "management by objectives" refer to? 



9. In the best run organlzatlonSi planning Is usually kept separate from opiritions, 
Agree Disagree 

lOi Failure to delegate tasks sufficiently to get the job done Is a characteristic of poor management, 
Agree — Disagree 
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Answer Key 

Participant Pre-Postcognltlve Test 



I. All 

% 3 
5 
1 

2 
4 

3. For qxampigs see 

4. 2 2 
3 or 4 
2 3 
1 I 

5. Blocking 
reeognition-ioeking 
diminishing 
awarding 

6. Accreditation of an agency program may be a requirement 
before an Insurance carrier or public service agency will 
reimburse an alcohol agency for lervices for cllenti. 

7. The local or regional office of the Internal Revenue 
Service, Each foundation must file a 990 fornn annually 
listing officers, asioti» and granti. 

8. A managerial method In which supervisor and staff 
define Individual objectlvei coniistent with program 
objectives, set measurable performance itandardSj and 
then compare actual performance periodically. 

9. Disagree 
10. Agree 



Session 3, handout 2, 1'arlicipant 
Workboak* 

Session 4» handout 1^ Pnrticlpant 
Workbook. 



Session 4^ handout 2, Parljcipani 
Workbook, 

Session IS.referencD 1, Kirtlclpant 
Workbook* 



Session 2Dj handout 2, Participant 
Workbook. 



Session 1^ handout 3, Participant 
Workbook. 

Session 7, handout 3| Participant 
Workbook, 

SesslDn 1 1, handout 3, Participant 
Workbook* 



Session 4, LR\ 'f lannfng for Achicvln 
Goali,-'pp. 1M3. 

Session 13, E. Staff Decisionmaking, 
Trainer Man uaL 
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Saisldn Title 



bate , ^ 



Participant Postsesslon Rating Form 
(adminiitered at end of each session) 



Please circle the responso thai m(Hi accurately rcflucU your rcicUun to [hh %c55lon, 



1 . Relevance of ^es^lun conteht Id your nccdi; 

Highly 
Rolavarit 

) 2 



AdOquiity 
3 



Very 
Irrolovaht 

S 



Rikvancc of iossion mothudology to your ncadi: 
Highly 

Rckvant Aduquiitc 
1 2 3 



Very 
Irrolovant 



Ralivanca and uiefuiness of handouis (if applieablc) i 
Hiihiy 

Rglovant Adequate 
1 2 3 



Very 
Irrelevant 



4. Degree to which you understood the objectives of the scisloni 

Thoroughly 
Understood 



1 



Did Not 
IJiu.l'.M stand 
M'^rn At All 

5 



S, Degrea to which ob|ectives of the session were achieved ; 

Completely 
Achieved 

1 2 



Not Achieved 
At All 

5 
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fh Digrcfl of youf ihtefiil in lh« lislldfi; 

lU^ellerit Poop 

i 2 3 4 S* 

1. AppliCiiblliiy of iciilori cohtinl to your Job dullisitlil fiipdniibllltlis! 

Highly Vify 

Hclevartt Irrilivint 

I 2 3 4 S 

8. KffcdlNndH of f^cillt^lof priiflrtUllon: 

Lxifdrtidly Extrimdly 

l^ffeGtlve Inoffeetlve 

I 2 3 4 S 



9, Please offer any general commenti or luniiibni for IniprQvemint of the Miilon. 
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I: 

? Dabriefing Guidelines 



;\ Thfsa questions can be used to get verbal rtactions from 4. How can the Initructor*! role be improved? 
^1/ participants. iftir the training program is concluded or 

at selected points during the training. The resulting in^ 
; > fbrmaiion will complement the data collected on session 

rating forfns (if used) and the final reaction forms. 

: U What specific topics or lessloni did you like? Dislike? 

For what reasons? S. In general, will the content covered be useful to you 

on your job? If notp why not? 



Ik 

' 2, Ho« can iptcific lopici o, se«ioi« be improved? 'Wmg with ihe session 

goals and objectives? Were the objietives achieved? 



3* Which methods are most effeGiive? Ineffective? 



7. What other general comments or rocommendatfons 
do you have? 



Participant Final Evaluativa Review 

(to be administered at end of last session) 



Looking back over tht entire courst, pleasa rati 
the foliDwing aipacts pf your overall rcietlon to it' 



I. Relfvance of simlnar concent to your naeds: 



Course environment (site, aceesslbllity, mate- 
rialii arrangementSi etc^* 



Very 

Appropriata 



Not 
Appropriate 



Appropriate 



Relevant 



Fairly 
Relevant 



Not 
Relevant 



b. *-Mix" of inlillectual matiflals with examples 
or applicatloni: 



Very 

Good Mix 



Fair 



Poor 
Mix 



e. Opportunity to inforrn CQurse staff and other 
pirtieipants of your ehanging needs^ views, 
etc,: 



Opportunity 
To be Heard 



Some 
Opportunity 



Little or No 
Opportunity 
To EKpreii 



c. Tralner/taam performance (ij., darlty, unity, f. Dilivery of new Information: 

cooperation): 



Good Fair Poor 



All Niw Some New No New 

Information Information Information 
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F^f ase me tht €mm as a whole : 



5. Hivf you found the AMesimant Worksheet 
hfilpfu!? 



Viry Good Fair 



Poor 



Very 
Hfilpful 



Fairly 
Helpful 



Not 



During the course^ vvhat prisentation or activity 
was most t^w^rding to you? 



Why? 



6. Did you learn much from the participant presen- 
tatiofii? 



Gfeat Deal Some 



Nothing 



During the course, vvhat presentation or actlvUv 
wai least re warding to you? 



Why? 



7. How would you rate tha seminar as a whole in 
relatlori to: 



How valuable Wire the handout materials arid 
readinp? 



a* Clarity with which gpals and'objietivei were 
itdted: 



Most Fairly 
Valuable Valuable 



Not 

Valuable Very Clear Clear 



Not Clear 



2u7 
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b. Achievement of stated goali and objectivesi 9. Pliase add any other comments or reactions hBt^w 

relitini to any aspect of the trainmi thic hari aii 
impact on you and that we have not covered in the 
preylous questions (hotel accommodations, ineals, 

High Moderate Low suppoft staff, ssquence of events^ workload, 

AGhievenient Achievement Achievement library, etc.): 



8, List any unanticipated benefits you received from 
attending this prograni: 



GOVERNMENT F R t NT t N G OFF I C E i 1 1 7 i-^ 8 1 ' 2 6 5 / i 1 PS 



